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i eNeRO DUCT LON 


A. BACKGROUND/PROBLEM DEFINITION 

Lynn (1974) and Pledger (1980) contend that military 
comptrollers have to develop both the necessary technical 
and human skills required of managers. The human skills 
fall into such areas as leadership, personnel relations and 
Communication. The technical skills fall into such tradi- 
tional areas as budgeting, accounting and payroll. 

The Department of the Army (DA) places emphasis on comp- 
trollership personnel developing their technical skills in 
these traditional areas. This is evident upon examination 
of the makeup of the primary practical comptrollership course 
(PCC) taught to DA fiscal students. The Military Comptroller- 
ship Course (MCC), taught at the DA's Institute for Adminis- 
tration (USAIA) at Fort Benjamin Harrison, Indiana, devotes 
the entire 180 hours of instruction to technical subject areas 
[USAIA, 1979]. The authors recognize the importance of master- 
ing these vital traditional skill areas, but feel strongly that 
DA financial managers must also possess a sound understanding 
of the human or organizational behavior aspects of comptroller- 
Bmp In Order to perform their jobs effectively. 

A thesis by DA Captains Robert B. Tully and John R. Batiste, 
entitled The Development of the Junior Level Army Financial 
Manager, contends there is a need for improving the technical 


skills of the junior level DA comptroller to better meet the 


14 








requirements of their initial financial management assign- 
ments. Junior level DA financial managers are those military 
©fficers serving their first tour in the comptrollership 
Specialty field. Tully and Batiste devised a PCC to help 
eliminate the major technical shortcomings identified in their 
research [Tully and Batiste, 1980]. As in Tully and Batiste's 
(1980) research, the terms junior level DA financial manager 
and junior level DA comptroller will be used interchangeably 
iiethis thesis. 

It is evident from examination of Tully and Batiste's 
empirical data that, in addition to technical shortcomings, 
serious organizational behavior deficiencies also exist. 
Specifically, the comptrollers responding to Tully and Batiste's 
questionnaire indicated that leadership, personnel relations, 
staff procedures, and the ability to speak and write effec- 
tively are areas in which a significant number of junior level 
comptrollers experience difficulty. 

The presence of the non-technical deficiencies identified 
by Tully and Batiste within DA comptroller organizations indi- 
cated to the authors of this thesis that a need exists for 
improving the human skills of the junior level DA financial 
manager. Therefore, the authors focused one part of their 
research effort on verifying and correcting the identified 
organizational behavior deficiencies manifested by junior 
level DA comptrollers. 

If a sound understanding of the organizational behavior 


Seeececesmoe: Comptrollership is important for the junior level 


LS 





Army financial managers, it is even more important for DA 
comptrollers since they have greater managerial responsibili- 


ties. A thesis by Departent of the Navy (USN) Lieutenant 


temes 5. Preager, entitlea@ An Organizational Analysis Model 
BomeNavyrlela-Levyel Comptrollership, presents a model that 


incorporates some of the important organizational behavior 
aspects of comptrollership and provides a basis for the second 
Part of the authors’ research. Pledger's model is designed to 
be used by United States Department of Navy comptrollers dur- 
ing their initial months on the job to help ease the transition 
process. The Pledger comptrollership model is designed to 

aid comptrollers as they analyze their organizations in terms 
of technology and structure, leadership, and decision making. 
Based on the analytical results the comptrollers could then 
take appropriate courses of action. 

The need for a DA related "comptrollership model" such as 
the one discussed above is particularly great for DA comptrol- 
lers because of the DA's Officer Personnel Management System 
(OPMS) and assignment policies. Many DA officers rotate into 
two or three year comptroller tours after serving a previous 
assignment in a totally unrelated primary specialty such as 
Perorworernranery {HO, DA, 1977]. If the Pledger comptroller- 
ship model could be validated within the DA, it could be used 
to facilitate the transition process for comptrollers during 
their initial months in the new assignment. Therefore, the 
authors focused the second part of their research effort on 
validating the Pledger comptrollership model for use within 
the DA. 
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Pee OBJECTIVE 

[tiomitast GD) ective of this thesis is to identify and 
rank in order of importance the specific organizational be- 
havior deficiencies of junior level DA financial managers and 
develop an addendum to Tully and Batiste's proposed PCC. 

The purpose of the addendum is to alleviate the main organi- 
zational behavior deficiencies exhibited by junior level DA 
Gemptrollers. 

The second major objective is to test the validity of 
the Pledger comptrollership model for use within the DA. It 
1s the authors' contention that the model, if validated and 
then used by the DA, will facilitate the crucial transition 
period of the "first one hundred days" [Bobulinski, 1979] in 


a new comptroller's assignment. 


ee Mal Hou” AND SCOPE 

A questionnaire was developed and sent to comptrollers 
from a large representative sample of DA commands in the 
continential United States (CONUS) and United States Army 
Europe (USAREUR). 

The first part of the questionnaire was designed to gather 
data for testing the validity of the Pledger comptrollership 
model. The authors expanded on and refined Pledger's research 
by analyzing subsamples of the data such as military officer 
Senoere ers, Civilian comptrollers, military officer comp- 
trollers with a finance or comptroller primary specialty, and 
Web edim wOnntcer COMmorrollers with a non-finance or non-comp- 


troller primary specialty. Other subsamples included 





comptrollers from different DA MACOMs such as USAREUR, Material 
Development and Readiness Command (DARCOM), Forces Command 

me hceGOM) > Training »and Doctrine Command (TRADOC) and the 
National Guard Bureau (NGB). 

The analysis was conducted using the Statistical Package 
for the Social Sciences (SPSS). Bivariate correlations were 
performed between the technological and structural variables 
existing in comptroller organizations. The authors also ad- 
hered to Pledger's recommendation to perform partial correla- 
tion analysis in order to identify separate effects of all 
technology variables on the structure variables. 

The comptrollers' general comments concerning problem 
areas encountered and advice to the new comptroller were re- 
viewed through content analysis. 

The leadership segment of the questionnaire was structured 
to indicate what types of leadership styels comptrollers em- 
ploy. The responses to the leadership questions were struc- 
tured to provide a self-report of the degree to which DA 
comptrollers perform both the socio-emotional and task-related 
leadership functions. 

The questions relating to decision-making provided the 
data for a table that summarizes the relationship between a 
particular decision-making method and its predicted and actual 
Weil Zatlon . 

The last part of the questionnaire was designed to obtain 
the comptroller's comments cn and recommendations for minimizing 


any organizational behavior deficiencies that junior level DA 
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Leiancweeemanagers exhibit during their first tour in the 
comptrollership specialty field. The authors categorized 
and evaluated the responses from all the comptrollers and 
developed an addendum to Tully and Batiste's proposed PCC. 
The addendum contains relevant organizational behavior infor- 
mation and material that will better prepare the new officer 


Bemeauties within the DA comptrollership field. 


Bee tosolS CHAPTER SUMMARY 

Sigeceuelleeresencs a brief overview of the DA comptroller 
community. It also includes a summary of Tully and Batiste's 
and Pledger's research and findings. The summary of Pledger's 
research includes a review of the literature associated with 
the components of the Pledger comptrollership model. The 
chapter provides a critique of their findings and states how 
this study attempts to augment the theory, method and analysis 
of the two previous theses. 

@m@geecc elt! discusses the research methods used in identi- 
fying the specific organizational behavior deficiencies of 
the junior level DA comptroller and testing the Pledger comp- 
trollership model. This includes a detailed description of 
the questionnaire, data analysis plan and data preparation 
process. The chapter also includes three tables that sum- 
marize the responses to the questionnaires relating to back- 
ground information, the Pledger comptrollership model and the 
S@PeDrerparation of junior level comptrollers. 


Chapter IV presents the results of the data analysis. 


iS 





See ee Oh esenes a discussion Of the resuits pertain- 
ing to the Pledger comptrollership model and the job prepara- 
tion of junior level comptrollers. The chapter presents the 
conclusions and recommendations of this thesis. The chapter 
also includes a discussion of the limitations of this research 
and a presentation of recommendations for future study. 

The addendum to Tully and Batiste's proposed PCC is pre- 


sented as a separate appendix. 
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Il. THE JOB PREPARATION OF JUNIOR LEVEL COMPTROLLERS 
AND THE PLEDGER COMPTROLLERSHIP MODEL 

A. INTRODUCTION 

In this chapter a brief overview of the Department of 
the Army (DA) comptroller community is presented. The over- 
view includes a description of the origin, responsibilities, 
Penetsaons and Organization of the DA comptroller community. 
Next, Tully and Batiste's and Pledter's research and findings 
are summarized. The summary of Pledger's research includes a 
review of the relevant literature associated with the various 
components of his "comptrollership model." Tully and Batiste's 
and Pledger's findings are critiquedand how this study at- 
temptes to augment the theory, method and analysis of the two 


previous theses is discussed. 


Be. OVERVIEW OF DA COMPTROLLER COMMUNITY 

Maile LY Of the National Security Act of 1947 directed the 
Comptroller of the Department of Defense (DOD) to establish 
those policies and procedures relating to budgeting, account- 
mie, Leporeing auditing, expenditure and collection of funds 
[USAIPRM, 1980]. In response to this law, the Office of the 
Army Comptroller was established by DA Circular Number 2, dated 
2 January 1948. The purpose was to improve the utilization of 
modern management techniques in the administration of the DA 
BGm@EGuenibbhoy accounting procedures more effectively in con- 


trolling both operations and costs. Congressional approval 


Zak 





of Public Law 216 in August 1949 gave a firm statutory basis 
for the responsibilities of comptrollers in DOD and in each of 
the three uniformed services [HQ, DA, 1976]. 

Among the lessons learned from World War II was the need 
for modern management techniques to promote the efficient and 
effective use of resources. It was recognized that military 
expenditures would continue to consume a large proportion of 
the national income. 

As a result, the financial management community was to be- 
come a functional organization, ultimately impacting upon 
every command, installation and activity within the DA [Tully 
and Batiste, 1980]. Under the present organization the Comp- 
troller of the Army (COA) is responsible concurrently to the 
Assistant Secretary of the Army (Installations, Logistics and 
Financial Management) and the Army Chief of Staff. The COA 
has general staff responsibility for independent review and 
analysis of DA programs, and analysis of major DA commands. 
Other general staff responsibilities include accounting, fis- 
cal auditing, the budgetary process, statistical reporting, 
development of the DA Resource Management System (RMS), and 
independent analysis of DA organization, functions and proce- 
StiesemUshitA, 1978). As Of April 1976, the COA had ten goals 
for the effective functioning of the DA Comptroller community. 
A listing of the COA's goals is presented in Figure II-l. A 
summary of integrated comptroller functions, appropriate for 
ee ei comm eroller Organizations, is outlined in Figure II-2. 


The performance of these integrated comptroller functions 
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Goal 


Goal 


Goal 


Goal 


Goal 


Goal 


Goal 


Goal 


Goal 


Goal 


EO: 


Improvement in the Development, Defense and 
Execution of the Budget. 


Improvement of the Financial Management of the 
Army Customer Order Program. 


Development and Maintenance of an Effective and 
Efficient Independent Cost Analysis Program. 


Development and Maintenance of Pay and Disbursing 
Systems that are Efficient and Responsive to the 
Needs of the Individual and the Army. 


Maintenance of the Finance and Accounting Center as 
Eeiemr@ed! Fount Lor all Accounting and Financial 
Operations. 


Improvement of the Effectiveness of Automated 
Financial Management Information Systems. 


Monitor Effective Career Management Programs for 
Civilian and Military Personnel at All Levels. 


Encourage the Maintenance of a Balanced Training 
PaOg mam. 


Emphasize the Use of Practical Management Procedures. 


Foster the Integration and Understanding of Comptroller 
Functions Throughout the Army. 


Source: HQ, Department of the Army, DZ PAM 37-4, Army 


Sonoenoihem HanGgDogk; 9p. V-XiV, April 1976, 


Figure II-l. COA Goals 
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INTERNAL TRAINING 


REVIEW 









COMPTROLLER 


FINANCE 
& 
ACCOUNTING 


Source: HQ, Department of the Army, DA PAM 37-4, Army 
Comptroller Handbook; p. Xv, Pree Or 





Figure II-2. Comptroller Bunce ions 
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Seems ae Ehree principal levels within the DA: division, 
installation, and major command (MACOM) (Figure II-3). The 
G@ivision, installation and MACOM comptrollers serve as their 
commanders' primary financial advisors. Their responsibili- 
ties extend throughout the management cycle, encompassing the 
point where resources are consumed and used to produce outputs 
toward the accomplishment of missions. Specifically, comp- 
trollers at the division, installation and major command levels 
are assigned primary staff responsibility for obtaining, 
administratively controlling, and accounting for the funds 
needed to secure resources for their commands. These comp- 
PeOuLeranatlso Nave Overall staff responsibility for conducting 
Management improvement of men, money and material resources of 
their commands [HQ, DA, 1976]. Division, installation, and 
MACOM comptroller organizations are configured as depicted 
Poeetgure til=-4. While the responsibilities of the division, 
installation and MACOM comptrollers are in many ways similar, 
the scope becomes much broader as one progresses up the hier- 
archy {Tully and Batiste, 1980]. Therefore, an understanding 
of the specific comptroller responsibilities at each of the 
three levels is helpful in gaining a better understanding 
Gaede bDA comptroller community. 

The division comptroller concentrates on budget execution, 
simple management analysis activities, internal review, and 
follow-up action on external installation, Army Audit Agency 
(AAA), and General Accounting Office (GAO) report findings 


MWe woe ove). The installation comptroller concentrates on 








Organization Example 


Major Command” ------------------ U.S. Army Forces Command 
Wetallation- wooo ------------- Hore Carson, Colorado 
Major Activity? mame ee = ------- 4th Infantry Division 
Activity earn nr nr nnn nn ----- Division Battalions 


1. Major Commands are those commands that report directly 
to and are funded by the Department of the Army. 

2. An Installation is a group of facilities located in the 
same vicinity which support particular functions, re- 
Pomting to a Specific Major Command. 

3. A Major Activity is one of the principle functions at an 
Installation; a composite of activities. 

MiMeocelLVity 1S a military unit or organization perform- 


ing an assigned mission or function. 


- An Army division, consisting of nine line battalions and 
three or more support battalions, dependent upon mission 
and/or classification, could be considered a Major Activity 
or Activity depending upon the circumstances and staffing 


at a particular Installation. 


Source: U.S. Army War College, Army Command and Management, 
pp. 17-1--17-2, September 1978. 


Egtese £1=3. Flow of Comptroller Functions 
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“Installation BEOSE Comptroller 

Accountant" Analyst" or 
*Resource 
Manager 


Budget Division Management Internal Review Finance & 
"Budget Chief" Division Division Accounting 
"Management Chief" "Internal Review Division 


Officer" "Finance & 


Accounting 
Officer" 





Force Develop- 
ment Division 
"Force Develop- 
ment Chief" 





*DA commands have either a comptroller or a resource manager. 
Both individuals nave the same fundamental responsibilities, 
although a resource manager organization will have a force 
development division. The force development division has 
primary responsibility for all force/manpower management issues. 
For purposes of this thesis the authors will use the term 
comptroller to refer to both DA comptrollers and DA resource 
managers. 


The above configuration is based on the hierarchical form of 
Gadani~zation. An organization that has a hierarchical form 
consists of a vertical dimension of differentiated levels of 
authority and responsibility and a horizontal dimension of 
differentiated units such as departments or divisions [Ullrich 
and Wieland, 1980]. The above configuration was derived from 


information contained in DA PAM 37-4, Army Comptroller Handbook 
dated April 1976, andfrom the work of Tully and Batist¢ (1980). 


Mieoe 11-4. Configuration of a DA Comptroiler 
Organization 


=, 


[\) 








budgeting, accounting, management analysis, internal review 
pidestdtistical reporting. Additionally, the installation 
comptroller's office prepares and issues directives and pro- 
S-dures essential for the preparation of budget estimates and 
studies (USAIA, 1978]. The MACOM comptroller concentrates 

On the same basic duties and responsibilities that are found 
Sewene Installation level. Additionally, the MACOM comptroller 
must be concerned with the establishment and maintenance of 
favorable informal relationships between the MACOM office, DA, 
and subordinate installation comptroller offices. A more de- 
tailed discussion of these comptroller responsibilities are 


outlined in Appendix A. 


Seeee view OF TULLY AND BATISTE'S RESEARCH 

This section of Chapter II is a review of Tully and Batiste's 
thesis research and findings. The section provides a critique 
of the findings and states how this study attempts to augment 
their methodology and analysis. 

I eommOse, scope, Methodology, Analysis and Findings 

Informal conversations with past and present DA finan- 

Cial managers indicated to Tully and Batiste that many junior 
officers entering their first comptrollership assignment are 
unprepared for their duties because they are unfamiliar with 
the DA financial management system and its workings. Tully 
and Batiste then conducted a research effort within the DA 
comptroller community to determine whether the apparent need 


peiammmeaoving the skills of the junzor DA comptroller existed. 
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Their research effort revealed the existence of such a need. 
They then attempted to identify and rank in order of impor- 
tance the specific shortcomings of the junior level DA comp- 
troller. Tully and Batiste's final step was to determine 

a course of action for correcting the identified shortcomings 
[Tully and Batiste, 1980]. 

Tully and Batiste began their research effort by des- 
cribing the DA financial management system. The description 
highlights and analyzes the specific military accounting, 
programming and budgeting functions performed by junion level 
DA comptrollers. 

Tully and Batiste then attempted to determine if any 
shortcomings in financial management skills existed among 
junior level DA comptrollers. This was accomplished by con- 
ducting a survey of comptroller personnel and a study of Army 
Audit Agency (AAA) reports on comptroller activities [Tully 
and Batiste, 1980]. Tully and Batiste's survey of a sample of 
DA junior level financial managers was conducted via a mailed 
questionnaire. The questionnaire was designed to gather data 
from DA junior level financial managers concerning their degree 
of job preparation. One of the questionnaire's eight questions 
was directed to the junior level financial manager's comptroller. 
The comptrollers were asked to comment on the areas their 
subordinates could have been better prepared to handle, and 
what subject material should be emphasized in a course pre- 
paring DA financial managers for initial assignments in comp- 


trollership [Tully and Batiste, 1980]. 
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Two hundred fifteen questionnaires were sent to 49 DA 
commands in CONUS and USAREUR, identified by Tully and Batiste 
as being likely to have junior level comptroller positions. 

One hundred sixty six and 49 questionnaires were sent to junior 
level financial managers and comptrollers respectively. Replies 
were received from 43 commands, 99 junior level financial 
managers, and 44 comptrollers {Tully and Batiste, 1980]. 

The analysis of raw data gathered from the question- 
naire revealed that 76.5% of all respondents felt junior level 
financial managers could have been better prepared to assume 
their duties. Further analysis revealed that lack of prepared- 
ness fell into eight major subject areas. The major areas and 
their respective frequencies of mention by both the comptrollers 
and junior level financial managers are shown in Figure II-5 
Werey aid Batiste, 1980}. 

As is shown in Figure II-5 a significant number of 
comptrollers and junior level financial managers made comments 
about deficiencies in such organizational behavior areas as 
staff procedures, leadership and personnel relations. Ina- 
bility to speak and write effectively and lack of common sense 
were some of the deficiencies categorized within the miscellane- 
ous area [Tully and Batiste, 1980]. 

Tully and Batiste's efforts directed at determining 
the degree of need for improvement in the job preparation of 
Tonlemeleve! cComptrollers were concentrated in their survey 


questionnaire. The results of the questionnaire indicated 
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Be Cuenley Orson r Lon bY Comocrollers and 
Junior Level DA Comptrollers 


100% Comptroller 0% Subordinate 1003 


PPBS Sep ed Soe 
Cost Analysis an) pet 
Internal Review 1S 2k 
Review and Analysis 12.5 Oriol 
Finance and 

Accounting Systems 28.0 Soles 
Management 

Practices eo 3340 
Staff Procedures eS Sz 
Leadership, 

Personnel Relations 10.0 0.0 
Miscellaneous i Re. Zo AG 


Source: Robert B. Tully and John P. Batiste, The Develop- 
ment of the Junior Level Army Financial Manager, 


p. 79, Thesis for Naval Postgraduate School, 
September 1980. 


Figure II-5. Deficiencies of Junior Level Comptrollers 
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that such a need exists. AAA report findings were reviewed 
to either substantiate or refute this need for job prepara- 
tion improvement [Tully and Batiste, 1980]. The audit reports 
contained findings that Tully and Batiste associated with 
e@en Of the six major comptroller functions outlined in 
Figure II-2. Tully and Batiste could not use the AAA report 
findings to quantitatively support data from their survey 
questionnaires relating to the degree of need for job prepara- 
tion improvement. However, the fact that the AAA reports con- 
tained findings of technical deficiencies within comptroller 
Organizations formed part of the basis for their belif that 
a need for improvement existed [Tully and Batiste, 1980}. 
Tully and Batiste developed a PCC to help alleviate 
the major technical shortcomings identified in their research. 
This 95 hour course wes designed to prepare junior level DA 
financial managers for comptrollership duties in the three 
major functional areas of budgeting, military accounting, and 
management practices. The subject areas and related instruc- 
tional hours for the proposed PCC are presented in Appendix I 
(wee and Batiste, 1980}. 
Additionally, Tully and Batiste devised a comptroller 
Pewee orodram through which newly assigned junior level finan- 
cial managers would be cycled at the earliest possible oppor- 
tunity. This intern program would allow junior level comp- 
trollers to work for 30 to 60 days in each of the various 


divisions (e.g., budget, internal review, management analysis 


Bez 








and finance/accounting divisions) within the comptroller 
organization. This would allow the new financial managers 
to gain valuable job experience in performing the most 
important technical comptroller functions [Tully and Batiste, 
30!) . 
eee Elo Tor findings 

Tully and Batiste's analysis of both questionnaires 
and AAA reports provided a means of determining the need for 
the job preparation improvement of junior level comptrollers. 
This need for improvement was evident in the two major areas 
of technical and organizational behavior skills. Tully and 
Batiste then focused their efforts on alleviating the specific 
technical shortcomings identified in the questionnaires and 
AAA reports. However, they chose not to address the organi- 
zational behavior deficiencies identified in the question- 
naires and outlined in Figure II-5. 

The author's research attempts to augment the work of 
Tully and Batiste by verifying and proposing a means to cor- 
rect the identified organizational behavior deficiencies mani- 
fested by junior level DA financial managers. This was done 
Dy sending a questionnaire to all levels of DA comptrollers 
in order to obtain their comments on and recommendations for 
improving these identified organizational behavior deficien- 
cies. The questionnaire is structured in a manner that per- 
mits comptrollers to also comment on organizational behavior 


deficiencies not previously identified by Tully and Batiste. 
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D. REVIEW OF PLEDGER'S RESEARCH 
= ine Pledger Cemptredlership Model 
a. General 

ASP seaceQminmriouintroductson, one Objyective of 
this thesis is to test the validity of the Pledger comptroller- 
ship model for use within the DA. The model, if validated 
within and then used by the DA, would facilitate the critical 
transition period of the "first one hundred days" [Bobulinski, 
1979] in a new comptroller's assignment. Having pre- 
sented an overview of the DA comptroller community and a re- 
view of Tully and Batiste's research, it is appropriate now 
to briefly review Pledger's comptrollership model. The model 
is not intended to be all encompassing, rather it brings to- 
gether several organizational/structural aspects of military 
comptrollership into a framework to be used by comptrollers 
in facilitating the transition period of their new assignments. 
Pledger derived the model from a combination of organizational 
behavior theories which will be individually reviewed [Pledger, 
nes0) . 

Technology/structure, leadership, decision-making and 
the environment are the primary components of the comptroller- 
ship model. Figure II-6 illustrates the Pledger comptroller- 
ship model. Pledger states that optimal structural 
SEmeracteristics of the organization (such as a span of control 
©r coordination) can be determined with the model from a study 
of the organization's technological and environmental charac- 


Bemicelecs. Optimal leadership styles can be selected by 
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Technology 


Structure 


Environment 











Optimal 
leadership 
styles 









& Situation 


Optimal 


decision- 
making 
Situations methods 





Uncontrollable Controllable 
elements elements 


souece-. James Pledger, An Organizational Analysis Model 
memuNavy Ficld=-Level.Comptrollership,” p38, 


Thesis for Naval Postgraduate School, September 
1980. 


Figure II-6. The Pledger Comptrollership Model 





examining the individual characteristics of the leader, the 
followers, and the situations. Appropriate decision-making 
methods are associated with different decision-making situa- 
tions. The overall operating environment is considered to 
have both direct and indirect effects on the other components 
of the model [Pledger, 1980]. 

What follows is a more detailed description of the 
components of the model. The effects of the operating environ- 
ment are considered simultaneously with each of the other 
three components of the Pledger comptrollership model. [In 
the short term the elements to the left of the vertical dotted 
line in Figure II-6 are considered to be uncontrollable. The 
elements to the right of the vertical dotted line are con- 
Sidered in the model to be controllable by the comptroller in 
the short-term in most situations [Pledger, 1980]. 

Pree ot cennology7/otructure Characteristics 

The purpose of this section is to first define the 
technology and structure of comptrollership to provide a found- 
ation for the analysis of the technolosgy/structure relation- 
Ship. Next the work of several organization theorists will 
be briefly reviewed to identify the technological and environ- 
mental factors of organizations which contribute to optimum 
structural design and to introduce several propositions for 
testing during the analysis phase of this thesis. 

(Lye Berinmweaoneot Teeanelecy and Structure. 


Technology is generally defined as the application of knowledge 
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to perform work. Perrow (1966) defines technology as "...the 
actions that an individual performs upon an object, with or 
without the aid of tools or mechanical devices, in order to 
make some change in that object." Rousseau (1979) states 
that technology has three major phases: input, conversion, 
and output. Inputs to comptrollership include people, equip- 
ment, modern management techniques and the basic theories 
Semoudgeting and accounting. Buffers exist to control flow 
and qualify on the input side [Pledger, 1980]. The trained 
military officers and civilians working in DA comptroller 
Organizations are an example of an input buffer. Conversion 
1s a process that adds value to the inputs in some desired 
way for some purpose [Rousseau, 1979]. This process is evi- 
denced within the DA comptroller community by the practices 
of budgeting, accounting, internal review, cost analysis, and 
reporting for purposes of providing the command with the best 
possible financial management advice. Providing a service to 
management in the form of financial management information is 
the output of comptrollership [Pledger, 1980]. The financial 
management information can be budget information, accounting 
services, internal reviews or cost analysis reports. Output 
Pireers Control the flow and quality of the outputs. Output 
MieecCaimg iS evident in stockpiling of materials and contin- 
Bency funding within comptroller organizations [Pledger, 1980}. 
Organizational structure may be defined as 
the network of relationships that exist among various posi- 


mag@osmand Position holders. Formal structure is a pattern 
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Of relationships that has been consciously planned and imple- 
mented. Formal structure is defined to include the formal 
[eewarchny Of authority, as well as rules, formal procedures, 
and other planned attempts to regulate behavior. Key execu- 
tives typically decide on basic patterns of structure that, 
in their opinion, will be most appropriate in achieving com- 
pany goals [Dessler, 1980]. The DA operates under a formalized 
structure where relationships among various positions are 
carefully contrived and deliberately planned. However, unpre- 
scribed or informal structures usually develop as a means of 
circumventing the formal structure in order to expediate work- 
related actions [Pledger, 1980]. 
J. Thompson, J. Woodward and C. Perrow are 

Organizational theorists who contend that the technology of 
an organization determines its optimum structure. D. Rousseau 
contends that some specific correlations are useful in pre- 
dicting the appropriate structure for an organization. Other 
theorists such as T. Burns and G.M. Stalker argue that an 
Organization's structure is a function of its overall operating 
environment. The findings of the above named individuals will 
be briefly mentioned in the following two sections in order 
to identify the technological and environmental factors within 
Segenrzations which contribute to optimum structural design. 

(2) Thompson, Woodward, Perrow, and Rousseau. 
Thompson contends that both strategy and structure are affected 
by the kind of technology employed [Ullrich and Wieland, 1980]. 


Thompson distinguishes three major classes of technological 
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processes: the long-linked technology, the mediating tech- 
nology, and the intensive technology [Ullrich and Wieland, 
1980]. Each of these technologies require a certain type of 
interdependence among the parts of the organization. The 
class of technology and its associated type of interdependence 
determines the optimum way of achieving coordination and con- 
trol within the organization. Figure II-7 summarizes the 
relationships between the class of technology, type of inter- 
dependence, and optimum method of achieving coordination and 
Control. 

Woodward's studies in the 1950's of 100 Bri- 
tish business firms identified the existence of specific 
relationships between technology and certain aspects of organi- 
zational structure such as span of control and line-staff 
arrangements. The firms were categorized into three major 
groups according to the complexity of their technology as 
follows: a) unit and small batch production, such as custom 
built cars; b) large-batch and mass production, such as mass 
produced cars, and c) long run process production of the same 
product, such as chemicals [Dessler, 1980; Ullrich and Wieland, 
Oey. 

As outlined in Figure II-8, these three tech- 
nologies are associated with certain aspects of organizational 
structure. The large batch/mass production firms are formally 
organized, have wide spans of control and exhibit line-staff 


separation. The other two types of firms are informally 
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Class of 
Technology 


Long-linked 
Converts raw 
materials into 


finished output 


by performing 


a series of op- 


erations ina 


fixed sequence. 


Mediating 
Links together 
clients who 
wish to engage 
in specific 
transactions, 
but who other- 
wise prefer to 
remain unin- 
volved with 
one another. 


Intensive 
The use of an 


intensive tech- 
nology 1s deter- 


Mined by the 
nature of the 
problem and 
the variety of 
problems 
encountered, 
which can't 
be predicted 
accurately. 


Examples 


Assembly 
line 


Banks 

Postal Service 
Teleonene 
Utilities 
Insurance 
Industry 


Hospitals 

Research Labs 
Certain Engi- 
neering Firms 


Method of Coor- 
dination & Control 


Type of 
Interdependence 
Serial Interde- Plans 
pendence 

The successful 

performance of 

step B is depend- 

ent on the suc- 

cessful performance 

of step A, but not 

vice versa 


Standardized 
procedures and 
rules 


Pooled Interde- 
pendence 

Each part renders 
a discrete con- 
trtbuclon tO ene 
whole and each 
is supported by 
the whole 


Mutual Adjustment 
or feedback 


Rec i1procal Inter- 


dependence 

The output of each 
part become inputs 
for the other 


babes 


This summary of the relationships between technology and 
structure was derived from the research of Ullrich and 


Wieland 


Feecuee [Ii=/. 


(2930) 


and Thompson 


(1967). 


Summary of Thompson's Research Findings on 


the Relationships Between Technology and 


Structure 
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Technological 
Characteristics 


Lower Levels 


Higher Levles 


General charac- 
teristics 


Seurce: 


Bacneesli-8. 


Unit and Small- Large-Batch and Process 
Batch Production Mass Production Production 
Informally Organized by Organzied by 
organized narrow formal process; technoLlogi- 
spans of control wide spans cal task 
demands & 
narrow 
spans of 
control 
Informally Organized by Informally 
organized; no administrative organized; 
distinction processes with neecdisminc— 
between line line~staff£ tion between 
and staff separation line and 
staff 
Few levels; More "organiza- Many levels; 
narrow spans of tional con- less "“organi- 
control; low sciousness"; zational 
"organizational more clearly conscious- 
consciousness"; defined posi- ness"; high 
no clear chain tions; clear ratio of 
of command; low chain of command admin to 
ratio of admin- nonadmin 
istrative to personnel 
nonadministrative 
personnel 


Gary Dessler, Organizational Theory: Integrating 


Structure and Behavior, (Englewood Cliffs, New 
Jersey: Prentice-Hall, Inc., 1980), p. 72. 





Summary of Woodward's Research Findings 
on the Organizatiomal Strdeenceeor 
Successful Firms 
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organized, have narrow spans of control and exhibit no dis- 
tinction between line and staff. 

The authors adopted Pledger's contention that 
Peteerorlership exhibits technological similarities (i.e., 
@atarly standardized products, fairly predictable production 
meeps, sOme unpredictability and product variations) to 
Woodward's “large batch/mass production" type firms and will 
Miecerore exhibit correspondingly similar structural relation- 
camps (1.€., formalized structure, administratively organized 
with line-staff separaticn, clearly defined positions, clear 
chain of command) [Dessler, 1980; Pledger, 1980]. 

C. Perrow extends the analysis of technology/ 
structure further by categorizing the technologies of organi- 
zations along two dimensions as follows: "1) the extent to 
which logical, analyzable search procedures can be used in 
problem solving (along a dimension running from well-defined 
to ill-defined pr-blems), and 2) task variability (along a 
dimension ranging from variety in the task to routineness) " 
Milrach and Wieland, 1980, p. 90]. 

Perrow's use of the two dimensions makes it 
Beasaa le to distinguish four different types of technology, 
as shown in Figure II-9. Perrow contends that the type of 
B-GhbMomeg wor the organization will determine the most appro- 
priate organizational structure, as shown in Figure II-10. 

The authors adopted Pledger's hypothesis that 


PEemEeCennology Of comptrollership in the DA is of Perrow’s 
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Problem variability 


Low variability 
and few exceptions 














Problen 


ah High variability 
definition 


and many exceptions 



















Tll-structured 
(unanalyzable 
search) 






III. Nonroutine 
(aerospace) 


Craft industries 
(specialty glass) 













Well-structured 
(analyzable 
search) 


. Routine 
(steel mills) 


Source: Robert A. Ullrich and George F. Wieland, 
Ordamizde Lom Eneory and Design (Homewood, 
Meminews: IiGharcdeD.winwin, Enc.,; 1980). 
Deon. 


Figure II-9. Perrow's Classification of Types 
of Technologies 
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Type of Technology *Most Effective Organizational 


ee. 


eee 


*The 
t) 
2) 
3) 
4) 


Structure 


Craft Industries Decentralized structure 
(Reliance on low level decision 
making, power and feedback) 


Routine Formal, centralized structure 
(Reliance on coordination 
through plans, high inter- 
dependence among functions, 
power wielded by top manage- 
ment, little discretion 
exercised by either high or 
low-level staff). 


Nonroutine ecole ee.) Cot emelencecdt 
structure 


(Reliance on feedback) 


Engineering Flexible, centralized structure 
(Reliance on plans) 


aspects of structure determined by technology are as follows: 
The amount of discretion exercised by high and low-level staff 
The amount of power held by high and low-level staff 

The extent of interdependence between high and low-level staff 
The extent to which these two groups coordinate their work using 
feedback or planning. 


This summary of Perrow's research findings on the 
relationships between technology and structure was 
derived from the work of Ullrich and Wieland (1980). 


Eogiieesti—-10. Summary of Perrow’'s Research Findings 
on the Relationships Between Technology 
SRG Stele lee Lac 
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Routine type (well structured/low variability and few excep- 
tions) and displays corresponding structural characteristics 
(centralized with power held by comptroller, high interde- 
pendence and high coordination required among functions within 
the organization) [Ullrich and Wieland, 1980; Pledger, 1980]. 

Figure II-ll is Rousseau's matrix which is 
her summary of the research literature dealing with the 
technology/structure relationships that exist within organi- 
zations. The matrix indicates first order correlations (or 
lack or correlations) between the technological and structural 
characteristics among private organizations studied. The 
horizontally listed technological characteristics are con- 
Sidered to be independent variables fixed by the state of 
technology under consideration. The vertically listed struc- 
tural characteristics are dependent variables which are unique 
to particular organizations [Rousseau, 1980; Pledger, 1980]. 
The terms technology and structure characteristics and tech- 
nology and structure variables will be used interchangeably 
in this thesis. The definitions of Rousseau's technology 
pm@ee structure variables are listed in Figures II-l2 and fI-l3 
respectively. 

The authors adopted Pledger's hypothesis that 
Sseematic relationships (1.e., correlations) between the 
technological and structural variables of comptrollership 
can be detected [Pledger, 1980]. 

(3) Burns and Stalker. Burns and Stalker contend 


that an organization's structure is a function of its overall 
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TECHNOLOGY 


S 4 
Sees O 
8 = eee = Q 
N “of ZU > s eS Oia 
STRUCTURE 5 OW a 5 car ~ a J S 
¢ 5 % oa J oy p 
Bs a ao 3 Seen Se 3 
8 8 23 & § gh ER 83 
J S , 
fk 2 § & gd B28 Bf 
sean Of Control a = - a 
Levels in Hierarchy 0 0 ? ? 0 0 
Centralization - ~ ~ - = = 
Formalization + + ~ ? + - - fh 
Vertical 
Communication - - - ? 2 e 
Interdependence ? oa ? e ? > 
Coordination - - - - - © 
Seecialization - + ~ ? - - ze + 
Key: + = Positive relationship 
- = Negative relationship 
QO = No relationship 
2? = Inconsistent results 
Blank = No research (unknown) 


Source: James Pledger, An Organizational Analysis Model 


HOGmanventekho- bevel (Comerrollershitp,. p. 437, Thesis 
for Naval Postgraduate School, September 1980. 


» 


Degiieesii-li. Rousseau's Matrix of Technology/Structure 
Relationships 
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Beamaarcazgation pertains™to materials, funds or informa- 
tion which flow into the organization. 


Predictability pertains to materials, funds or information 
which flow into the organization. 


Routineness deals with the degree to which events are 
repeated. 


Semplexmey deals with the degree of sophistication of 
the actual steps necessary to complete the operation. 


Automation is determined by the degree to which the 
conversion process is manual or machine operated 
(e€.g., computerized). 


Use of discretion is a measure of how much the lower 
members of the organization are allowed to make decisions 
with regard to the day to day operation of the conversion 
process. 


Posie mceovcrcol refers to the Gdegree to™which the output 
Se product of the organization is checked for accuracy 
Saeecorrectness. 


Performance evaluation is a form of feedback to supervisory 
management concerning the performance of supervised 
personnel output. 


The variables above are descriptive of various character- 


istics of the three phases of technology previously discussed: 
iieut, Conversion process, and output. 


The definitions of the technology variables were derived 


from the research of Pledger (1980). 


Figure II-12. Definitions of Rousseau's Technology 
Variables 
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Span of Control is the number of personnel supervised by 
a single supervisor at a particular level in the 
organization. 


Levels in the vega eC hiy) 1S a measure of the number of 
managerial levels, illustrative of the length of the 
G@hain of command. 


Centralization is a measure of where decisions are made. 
Organizations in which decisions are made (and control 
held) at the top are considered to be highly centralized. 
Organizations in which decisions are made at the lower 
levels are considered to be more decentralized. 


Formalization is indicative of how much importance the 
Organization places on rules, regulations, and standardized 
procedures. 


Vertical communication refers to freedom of information 
flow up and down the chain of command. 


Interdependence is the degree to which different functions 
within the organization are dependent upon one another. 


Coordination is a measure of how much coordination is 
required among different functions within the organiza- 
@#ion in order for the conversion process to function 
smoothly. 


Specialization refers to the degree of specialization 


which is required or exists among the organizational 
Pumet LONS.. 


The definitions of the structure variables were derived 


from the research of Pledger (1980). 


Figure II-13. Definitions of Rousseau's Structure 
Variables 
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Operating environment (i.e., the technology and market struc- 
@ee OF tite particular organization). They found that firms 
operating in a stable environment (i.e., little or no change 
in technology and market structure) exhibit a mechanistic 
system of management. A mechanistic system is characterized 
by a reliance on formal rules and regulations, knowledge 
located and decisions made at the top of the organization, 
Narrow spans of control, vertical communications and loyalty 
to superiors. Firms that operate in a dynamic environment 
(1.e., changing technology and market structure) will tend 
to adopt an organic system of management, characterized by 
less reliance on formal rules and regulations, knowledge located 
at all levels within the organization, wider spans of control, 
lateral communications and loyalty to tasks rather than 
superiors [Dessler, 1980; Dalton, Lawrence and Lorsch, 1970]. 
The authors adopted Pledger's hypothesis that 
comptroller organizations operate in basically stable environ- 
ments and exhibit mechanistic systems of management [Pledger, 
NoSO). 

(4) Summary. This section first defined the 
technology and structure of comptrollership. Next, the sec- 
tion provided a review of various theories relating how tech- 
nology and the environment affect organizational structure. 
Thompson, Woodward and Perrow revealed how structure can be 
determined by technology, while Burns and Stalker examined the 
environmental effects on structure within organizations. Four 


hypotheses derived by Pledger from the various theories were 


49 





presented and will be tested during the analysis phase of 
this thesis. 
c. Leadership Component 
im Ents next section Of the chapter Ehe authors 
review the Pledger comptrollership model's leadership com- 
ponent. Within the model optimal leadership styels can be 
selected from an examination of the individual characteristics 
of the leader, the followers, and the situation. The authors 
augment Pledger's research by examining in more detail the 
individual characteristics of the leader. The examination 
focuses on the distinction between task oriented and socio- 
emotional oriented leaders. Two hypotheses are introduced 
that deal with these types of leaders. The section is 
broken down into two segments as follows: (a) choosing a 
leadership style and (b) leadership styles available. 
(ly) Cheesing a Leadership Style. Robert 
Tannenbaum and Warren H. Schmidt identify three factors of 
particular importance to a manager or leader in selecting an 
optimal leadership style. These factors are the individual 
Characteristics of the leader, the followers, and the situation. 
The individual characteristics of the leader 
that Tannenbaum and Schmidt deem important are as follows: 
Manager's value system. (This relates to the manager's 
beliefs concerning how much influence subordinates 
should have in decisions affecting them.) 
Manager's confidence in subordinates. 
Manager's feelings of security in an uncertain situation. 


(Some managers have a greater need than others for 
Paeecdiictability and stability in their environment.) 
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Manager's leadership inclinations. (Regardless of the 
Situation, many managers feel more comfortable as either 
Pmed=cwOrtented OF SOCcio-emotional oriented leader.) 
[Tannenbaum and Schmidt, 1973] 

The literature reveals that this last charac- 
teristic has been the subject of a great deal of research 
over the past 30 years [Barrow, 1977]. Kaplan (1979) states 
that during this period of time, a number of leadership studies 
identified two critical dimensions of leader behavior. The 
first dimension is composed of democratic, permissive, follower 
oriented, participative, and conSiderate patterns of behavior 
which appear to relate to the leader's socio-emotional orien- 
tation. The second dimension consists of autocratic, restric- 
tive, socially distant, directive, and structured patterns of 
behavior which appear to relate to the leader's task orienta- 
tion [Kaplan, 1979}. J.D. Senger suggests that these task 
and socio-emotional orientations are related to two important 
personality variables: the need for achievement and the need 
for affiliation [{Senger, 1971]. Although early researchers 
believed that task and socio-emotional patterns of behavior 
were mutually exclusive, more contemporary research has shown 
@Baatethe leader can be high or low in both dimensions [Hersey 
and Blanchard, 1972]. 

Based upon the findings of the literature re- 
viewed it is hypothesized that DA comptrollers 1) perform both 
the socio-emotional and task related leadership functions 
within their organizations and 2) will be higher in the socio- 


emotional dimension than the task related dimension. 
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The second factor to consider when choosing 
a leadership style is the individual characteristics of sub- 
ordinates. These characteristics include the subordinates 
expectations, values and abilities. "Effective managers will 
be able to detect these characteristics and in turn determine 
what type of behavior on their part will draw out the optimal 
euleordinate behavior" [Pledger, 1980, p. 59). 

In addition to the forces existing in managers 
eaemsubOrdinates, certain situational characteristics will 
also affect the manager's leadership style. These situational 
eNaracteristics include the type of organization, the group's 
effectiveness, and the problem itself [Tannenbaum and Schmidt, 
373). 

(2) Leadership Styles Available. The continuum 
of leadership behavior by Tannenbaum and Schmidt is presented 
in Figure II-14. Each of the seven leadership styles depicted 
1S a measure of the degree of authority used by the manager 
versus the amount of freedom given to subordinates in the 
decision-making process. Managers who utilize the styles on 
the extreme left of the continuum retain maximum authority. 
Conversely, managers who utilize the styles on the extreme 
right of the continuum are permitting their subordinates to 
exercise maximum possible freedom in decision-making [Tannen- 
baum and Schmidt, 1973]. A description of the leadership 
styles is presented in Appendix B. 

Goodhartt (1979) suggests that a comptroller 


must be a manager, both internally and externally, but he 
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must also be a servant to his superiors, peers and subordinates. 
In order to accomplish both these requirements a comptroller 
must not overact in either role and become a dictator or a 
slave. Instead, he must function on a continuum between 
these two extremes. However, the comptroller's position on 
this continuum is not static but is constantly shifting as 
emesSituation and pressures change [Goodhartt, 1979, Dee ol. 
Based on the research of Goodhartt (1979) 
the authors hypothesize that, on the continuum of leadership 
Sem@aveor depicted in Figure II-14, DA comptrollers will uti- 
1ize a wide range (i.e., 5 to 7 styles) of leadership styles 
mmcarrying Out their responsibilities and will strike a 
relative balance between managerial authority and subordinate 
freedom by utilizing over 50% of the time the middle three 
leadership styles depicted along the continuum. 
dad. Decision-Making Situations/Methods 

This section reviews the decision-making component 
of the Pledger comptrollership model. The model reveals that 
appropriate decision-making methods are associated with dif- 
ferent decision-making situations. 

Charles F. Hermann (1972) has designed a cube, 
Figure II-15, which depicts eight possible decision-making 
Situations. These decision-making situations are characterized 
along three dimensions: the levels of threat to the organi- 
zation or the comptroller, the extent of the time fuze in 


which to react, and the amount of prior awareness that the 





anticipated 





surprise 


DECISION TIME 
Extended w 


Short 


A situational cube representing the three dimensions of the decision- 
making environment. (The decision-making methods listed are hypothe- 
sized by the comptrollership model.) 
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A. Crisis Hi 
B. Innovative Hi 
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Source: Charles F. Hermann, 
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Figure II-15. Hermann's Decision-Making Situations Cube 
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decision must be made [Hermann, 1972]. The Pledger conmperoller- 


ship model depicts these different decision-making situa- 


tions aS requiring comptrollers to adopt different decision- 
making methods [Pledger, 1980]. 

Allison (1971) has described three decision-making 
methods that Pledger (1980) contends can be used for the dif- 
Bereme decision situations depicted by Hermann in his cube. 
The decision methods are the rational method, the organiza- 
emeomas processes method and the bureaucratic politics method 
eeelison, 1971]. 

The rational decision-making method is character- 
ized by a unitary decision-maker, the establishment of objec- 
tives, the development and ranking of alternatives and the 
selection of the best available alternative [Fincke, 1981]. 

The organizational processes method is character- 
maeccwoy problem factoring, satisficing, uncertainty avoidance, 
and standard operating procedures (SOPs). Problem factoring 
refers to dividing the problem up into manageable parts which 
are acted upon by different groups in an independent manner. 
Satisficing occurs when decision-makers adopt the first accepta- 
ble alternative, rather than searching for and choosing the 
best alternative. Organizations avoid uncertainty by develop- 
ing both procedures that provide short-run feedback and imple- 
menting change in an incremental manner. The purpose of SOPs 
MeeGmasold mistakes by relying on certain repetitive actions 
Mimeh have proved successful in the past [Allison, 1971; 


Pledger, 1980]. 
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Bureaucratic politics is best described by bar- 
gaining along regularized channels among players positioned 
hierarchically within an organization. Responsible players 
use their power to fight for what they feel is right. Final 
decisions are the result of compromise. The bureaucratic 
politics method is based on the decision-maker's power and 
personal ambitions. These ambitions sometimes affect the 
solutions to a particular problem. "For example, rather than 
arriving at a rational solution to a problem and letting the 
analysis sell itself, the decision-maker might attempt to sell 
a solution which is designed to benefit his or her career 
rather than the good of the organization" [Pledger, 1980, 
ee? 3) . 

Pledger then discussed which decision-making 
methods would most likely be utilized in each of the decision- 
making situations depicted in Figure II-15. These methods 


ang situations are summarized as follows: 


APPROPRIATE METHOD DECISION-MAKING SITUATION 

ine Rational Innovative, Inertia, 
Deliberative 

Zee Organizational Citeunmstantia™, ROUEINEe- 

Processes Crisis, Retlexive;, =Acmiunis- 

trative (Possibly Innovative, 
Deliverative) 

feepsubeaucratic Politics Possibly Crisis, Reflexive 


Pledger based the associations on 16 PEOpOsd onsen ch, tinea — 
cate actions resulting from the three dimensions of threat, 
time fuze and awareness [Pledger, 1980]. These propositions 


are listed in Appendix C. 
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The authors adopted and tested Pledger's hypothe- 
Sis that comptrollers used mixed decision-making methods as 
decision-making situations change. 
2. Method, Analysis and Findings 

This section provides a review of Pledger's research 
methodology, analysis and findings. 

Pledger used a questionnaire to obtain data pertain- 
ing to the technology/structure and decision-making components 
of his “comptrollership model." The questions were not pre- 
tested or validated. Questionnaires were sent to a random 
memiele Of 68 USN field comptrollers located in the continental 
United States. Replies were received from 59 comptrollers 
(Pledger, 1980]. 

In the analysis of the raw data gathered from the 
questionnaire, Pledger examined three aspects of the comptrol- 
lership model: 

1. Data were analyzed to find correlations between tech- 
nological and structural variables. The variables 
used in the comptroller questionnaire were those 
derived by Rousseau. 

2. Data were analyzed to determine relationship between 
decision-making situations encountered by comptrollers 
and what types of decision-making methods are most often 
Mewilazed . 

Pee Gontent analysis was conducted of the comptrolliers'’ 
general comments concerning problems encountered during 
the initial stages of an assignment and advice to the 
new comptroller. [Pledger, 1980] 

Pledger's analysis revealed that correlations do exist 


between the technological and structural variables of USN 


meld comperollership. The data from the questionnaires also 
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supported Pledger's two other hypotheses relating to tech- 
nology/structure. These hypotheses were outlined previously 
in this chapter and are based on the research of Woodward 
and Perrow. 

Analysis of the data also supported the hypothesis 
that USN field comptrollers used mixed decision-making methods 
as decision-making situations change. 

"A content analysis of the comptroller's general com- 
memes reyealed the concern of Navy field comptrollers for the 
Organizational behavior aspects of their jobs; especially 
technology/structure and leadership aspects" [Pledger, 1980, 
p. 120]. The comments also substantiated the hypothesis that 
USN field comptroller organizations operate in basically 
stable environments and exhibit mechanistic systems of manage- 
ment. Pledger also concluded from these comments that comp- 
troller training in the USN is inadequate with respect to the 
development of necessary organizational behavior skills. 

Beer ecnrergque of Findings 

This section of the chapter presents a critique of 
Pledger's findings and a statement on how this thesis attempts 
to augment his methodology and analysis. 

Pledger's successful testing of his "“comptrollership 
model" was an important first step in attempting to improve 
the organizational behavior awareness of comptrollers during 
@reteeinitial months on the job. As a result comptrollers 


can shorten their start up process within the organization 
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through use of the Pledger comptrollership model. Pledger's 
work represents a starting point for further research and 
offers a framework which can be refined and expanded (Pledger, 
1980]. Refinements are possible in certain aspects of the 
data collection and analysis techniques utilized by Pledger. 
Additionally, there was no testing of the model's leadership 
Semponent . 

This thesis augments the work of Pledger by attempting 
to improve the questionnaire so that the potential for bias isre- 
duced in the resulting data. The authors also analyzed sub- 
pemptes Of the data such as military officer and civilian 
@emperollers. Partial correlation analysis was performed in 
order to identify separate effects of all technological varia- 
bles on the structural variables. 

The authors also gathered information on the type of 
leadership styles employed by DA comptrollers. This repre- 
sents an initial testing of certain elements within the Pledger 


comptrollership model's leadership component. 


E. SUMMARY 

This chapter described the origin, responsibilities, func- 
tions and organization of the DA comptroller community. In 
order to understand the organizational behavior aspects of 
ea@escomptroller community, familiarity with the comptroller 
responsibilities at different command levels within the DA 
1s essential. Therefore, the specific responsibilities of the 
DA division, installation and MACOM comptrollers are outlined 


in the chapter and presented in detail in Appendix A. 
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The chapter included a summary of Tully and Batiste's and 
Pledger's research and findings. Tully and Batiste identified 
a definite need for the job preparation improvement of junior 
level comptrollers in the two areas of technical and organi- 
zational behavior skills. They made recommendations to | 
alleviate the technical shortcomings, but did not address the 
Organizational behavior deficiencies manifested by junior level 
comptrollers. The summary of Pledger's research included a 
review of the literature associated with the various components 
of the comptrollership model. Pledger states that optimal 
structural characteristics of the organization can be deter- 
mined with the model from a study of the organization's 
technological and environmental characteristics. Optimal 
leadership styles can be selected with the model from an 
examination of individual characteristics of the leader, the 
followers, and the situation. Appropriate decision-making 
methods are associated with different decision-making situa- 
tions. Pledger derived the model from a combination of organi- 
zational behavior theories developed by Thompson, Woodward, 
Perrow, Rousseau, Burns and Stalker, Tannenbaum and Schmidt, 
Hermann and Allison. The model is illustrated in Figure 
II-6. 

This chapter presented several hypotheses which are tested 
and results presented in Chapter IV. Four of these hypothe- 
ses relate directly to technology/structure within DA comp- 


troller organizations, and are based on the research of 
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Rousseau, Woodward, Perrow, Burns and Stalker. The next four 
hypotheses deal with the leadership functions and styles of 
USA comptrollers. Finally, the authors adopted Pledger's 
hypothesis that comptrollers use mixed decision-making methods 
as decision-making situations change. The hypotheses are: 


1. Systematic relationships (i.e., correlations) between 
the technological and structural variables of DA 
comptrollership can be detected. 


2. DA comptrollership exhibits technological similarities 
weecepelLalrey Standardized products, fairly predictable 
production steps, some unpredictability and product 
variations) to Woodward's "large batch/mass production" 
type firms and will therefore exhibit correspondingly 
Pima structural relationships (1.e., formalized 
structure, administratively organized with line-staff 
separation, clearly defined positions, clear chain of 
command) . 


3. The technology of comptrollership in the DA is of 
Perrow's Routine type (well structured/low variability 
and few exceptions) and displays corresponding struc- 
tural characteristics (centralized power held by comp- 
troller, high interdependence and high coordination 
required among functions within the organization). 


meeebA comptroller organizations operate in basically 
stable environments and exhibit mechanistic systems 
of management. 


5. DA comptrollers perform both the socio-emotional and 
task related leadership functions within their 
organizations. 


6. DA comptrollers will be higher in the socio-emotional 
dimension than the task related dimension. 


7. On Tannenbaum and Schmidt's continuum of leadership 
behavior, DA comptrollers will utilize a wide range 
(i.e., 5-7 styles) of leadership styles in carrying 
out their responsibilities. 


8. DA comptrollers will strike a relative balance between 
managerial authority and subordinate freedom by utiliz- 
ing over 50% of the time the middle three leadership 
styles depicted along Tannenbaum and Schmidt's continuum 
of leadership behavior. 


9. DA comptrollers used mixed decision-making methods 
as decision-making situations change. 
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ene oeaken METHOD 


eee LNTRODUCTION 

In this chapter the authors present the research methods 
Meec 2m identifying and ranking in order of importance the 
specific organizational behavior deficiencies of junior level 
Department of the Army (DA) comptrollers and testing the 
Pledger comptrollership model. The chapter begins with a 
detailed description of the questionnaire sent to DA comp- 
trollers to gather needed data identified in Chapter II. 
This description focuses on the purpose, design and pre- 
testing of the comptroller questionnaire. The chapter 
continues with a detailed description of the data analysis 
plan. This description concentrates on how the data relating 
to the Pledger comptrollership model were analyzed to test 
hypotheses 1 through 9. The description also concentrates on 
how the comptrollers' comments on the organizational behavior 
deficiencies exhibited by junior level DA comptrollers were 
categorized and ranked in order of importance. Next, the 
authors identify the sample selected to receive the question- 
naire. Also those comptrollers who responded to the question- 
Naire are identified. The chapter concludes with a presentation 
of three tables that summarize the responses to the questions 
melacing tO background information, the Pledger comptroller- 


ship model and the job preparation of junior level comptrollers. 
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Bee LHE QUESTIONNAIRE 
1. Purpose 

A questionnaire was developed by the authors and sent 
to comptrollers from a large representative sample of 246 
DA commands in the Continental United States (CONUS) and 
United States Army Europe (USAREUR) [Appendix D]. The ques- 
tionnaire was pre-tested at Fort Ord, California and the 
Bemense Language Institute (DLI), Presidio of Monterey, Cali- 
fornia. The pre-test respondents were the comptrollers of 
these two commands. As a result of the pre-testing, modifi- 
cations were made to certain questions measuring the technology 
and structure characteristics existing within DA comptroller 
organizations. These modifications are discussed in the next 
Seeeton Of this chapter. In addition to background data on 
the command and the comptroller, the first part of the question- 
naire is designed to gather data for testing the validity of 
the Pledger comptrollership model. The last part of the 
questionnaire is designed to obtain the comptroller's comments 
On and recommendations for minimizing any organizational be- 
havior deficiencies that junior level DA financial managers 
moore during their first tour in the comptrollership 
specialty field. 

2. Design 

Table III-l summarizes the characteristic or attri- 
bu@ieewot the comptroller organization, comptroller or junior 
level financial manager being measured by each question of 


the questionnaire. 
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PASBGE LET= 1 


KEY TO COMPTROLLER QUESTIONNAIRE 


Characteristic/Attribute Question Number 
*Military or civilian comptroller, rank or GS rating --------- 1 
*Primary and secondary job specialties of military 

comptrollers -----------—---——--- - -- - - -- —— - - -- - - -- - - -- Z 
*Job specialty code of civilian comptrollers (number 

and nomenclature) --------------<--—----- $+ -- - - - - - = = 3 
*Comptroller experience level ----------------<----------——--——-- 4 
*Number of previous tours of duty for military officer 
comptrollers within the comptrollership specialty area -----—- 5 
*Last tour of duty for military officer comptrollers 

within the comptrollership specialty area -—------------------ 6 
*Length of comptroller's current assignment ------------------ 7 
*Comptroller education (degree, major, institution) ---------- 8 
*Size of the command ------------------- = - $= 29 
*Size of the comptroller organization ---~~-~-~----------—-—-—--—-—-_ 10 
*Comptroller span of control (structure) sermon en--nn------—— Il 
*Hierarchical levels within comptroller organization 

BeeeCCULC) em nnn nnn a 12 
*Level of command centralization ----------<------------------- 13 & 14 
*Level of centralization within comptroller 

G@reaization (structure) -—<-------------——-----——----- ————- 15 
*Formalization of comptroller organization (structure) ------- 16 


*Level of vertical (upward) communication in comptroller 
Organization (Structure) <q eter rrr mre rrr Hig? 


*Interdependence of functions within the comptroller 
Organization (structure) ------- 


*Coordination within the comptroller organization (structure)- 19 


—-—_----____-----_-_____. 18 





*Specialization of functions within the comptroller 


Pa ereneseiictuLe) —-————— 5 —— = 20 
*Routineness of conversion process (technology) -------------- Zi 
Seeimarcization Of inputs (technology) —----—-------————————= 22 
Mmemceability of inputs (technology) ~-----—--------------—_ 23 
*Complexity of conversion process (technology) —-------------- 24 
*Automation of conversion process (technology) --s-------H---- 25 
*Discretion within conversion process (technology) ----------- 26 
eeweecality control (technology) ----——--——----—--—--—--—-_ <7 
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TABLE III-l (Continued) 


*Performance evaluation (technology) -------------------------—— 28 
*Socio-eamotional leadership function (leadership) -------------- 29-31 
*Task related leadership function (leadership) --------------- —- 32-34 
*Tannenbaum and Schmidt's seven different leadership 

styles (leadership) ---------~------------—---—-------~-------—--- 85 
*Decision-making situations (decision-making) -------------- ——— 36 
*Decision-making methods (decision-making) -—----------—------—---- 37 
*Comptroller problem areas (subjective) -—-~-------------------—- 38 
*Comptrollers' advice (subjective) ---------------—-----—----——- _ 39 


*Number of military officers serving their first 
tour in the comptrollership specialty (Job 
preparation of DA junior level comptrollers) --------—------—- -—— 40 


*Duty position of military officers serving their first 
tour in the comptrollership specialty (Job preparation 
of junior level DA comptrollers) --------------------~-------—- 4] 


*Tdentification of specific organizational behavior 
deficiencies of jumior level DA comptrollers. (Job 
preparation of junior level DA comptrollers) -------------- Sasa 


In utilizing the above information, refer to Appendix D 


Questions 11,12,15-28 relate to the technology/structure component 
of the Pledger comptrollership model 


Questions 29-35 relate to the leadership component of the Pledger 
comptrollership model 


Questions 36 and 37 relate to the decision-making camponent of the 
Pledger comptrollership model 


Questions 38 and 39 are subjective in nature but relate to all 
components of the Pledger comptrollership model (1.e., 
environment, technology/structure, leadership, decision- 
making) 

Questions 40-42 relate to the job preparation of junior level DA 
comptrollers. 


66 








a. Background Questions 

Questions 1-10 of the questionnaire which measure 
background information on the command and the comptroller are 
based on a nominal level of meaSurement. With this level of 
measurement each of the values being assigned to the various 
background data is a distinct category, and the value itself 
serves merely as a label or name for the category [Nie, et al., 
1975]. No ordering among categories is implicit with this 
level of measurement [Pledger, 1980]. The purpose of the 
background questions was to permit the breakdown of data by 
subsamples such as military comptrollers, civilian comptrollers, 
Military officer comptrollers with a finance or comptroller 
primary specialty, and military officer comptrollers with a 
HMon—fLinance Or non-comptroller primary specialty. Other sub- 
samples included comptrollers from different DA Major Commands 
(MACOMS) such as USAREUR, Material Development and Readiness 
Command (DARCOM), Forces Command (FORSCOM), Training and Doc- 
trine Command (TRADOC), and the National Guard Bureau (NGB). 

The authors have no reason to believe that responses 
to the background questions would be biased since the infor- 
mation obtained is public and available from other sources. 

b. The Pledger Comptrollership Model Questions 

(Pee tcemmctogye dnasstructure Owestions. Questions 
11-13 which measure structural characteristics of the comp- 
troller organizations are based on a nominal level of measure- 
ment. The purpose of questions 1l and 12 was to determine the 


Span of control and levels in the hierarchy for DA comptroller 
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organizations. The purpose of question 13 was to determine 
the comptroller's immediate supervisor within the command 
(e.g., commander, executive officer (XO), chief of staff). 
The authors have no reason to believe that responses to gques- 
tions 11-13 would be biased since the information obtained is 
public and available from other sources. 

Questions 14-28 which measure technological 
and structural characteristics of the comptroller organiza- 
tions are based on an interval level of measurement (5 point 
Likert scale). With this level of measurement, categories 
are not only rank-ordered with respect to some measured char- 
acteristic, but the distances between the categories are de- 
pened relative to an arbitrary zero point in terms of fixed 
and equal units [Nie et al., 1975]. Questions 14-28 were 
taken from the questionnaire Pledger sent to United States 
Navy (USN) field level comptroller organizations for the 
initial testing of his comptrollership model. Pledger based 
the content of the questions on the Rousseau (1980) matrix 
which summarizes the relationships between technology and 
structure characteristics that exist within organizations (refer 
to Figure II-1ll). The authors made modifications to these 
technology and structure questions after pre-testing the 
questionnaire. Questions 14-28 were modified in order to 
miemedce tie validity of information obtained from the responses. 
These questions were modified by eliminating the interval 


scale midpoint labels used in the questionnaire Pledger sent 
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momUGN ftield level comptroller organizations. The purpose of 
labeling only the two interval scale end points for each ques- 
tion was to reduce the possibility of response bias. Response 
bias is possible if the midpoint label does not match the mid- 
point line since the authors would not know whether the comp- 
trollers were responding in terms of the label or line [Weitzman, 
mor). Another modification consisted of grouping together 
all the questions dealing with functions (i.e., Q18-Q21), 
inputs (1.e., Q22-023) and operations (i.e., Q24=-025). The 
purpose of grouping these similarly worded questions together 
was to improve the readability of the questionnaire. 

The purpose of the technology and structure 
questions was to determine the relationships between tech- 
nology and structure characteristics existing within DA comp- 
troller organizations. It is possible that bias could result 
in the responses to these questions for the following reasons: 
(a) Social desirability response bias. Social desirability is 
a response bias defined as individuals answering according to 
the norms they belive society condones [DA Research Institute 
fOr the Behavioral and Social Sciences, 1976]. Social desira- 
bility could encourage some of the DA comptrollers to answer 
certain questions in a manner which they think the questions 
should be answered, e.g., “rules strictly followed always," 
in order to show themselves in a better light [Pledger, 1980]. 
Social desirability response bias is likely with questions l15- 


17 and 26-28, since these questions tend to provide the 
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opportunity for comptrollers to show themselves as effective 
managers. Social desirability response bias is less likely 
with questions 14, 18-24 since these questions tend not to 
provide the opportunity for comptrollers to show themselves 
in a better light as effective managers. An attempt was made 
to reduce this type of bias by informing the comptrollers via 
a questionnaire cover letter that their responses would, with 
the exception of the authors, remain anonymous. (b) Inter- 
pretation of word definitions response bias. Interpretation 
of word definitions is a response bias defined as individuals 
interpreting the same word within a question differently. 

For example, two DA comptrollers could interpret the word 
"specialized" differently in question #20. This type of 

bias is likely with questions 15 and 18-26, since these ques- 
tions tend to contain at least one word that comptrollers 
could interpret differently such as important, dependent and 
Specialized. This type of bias is less likely with questions 
14, 16, 27-28 since these questions tend not to contain words 
that at face value are as likely to be given different inter- 
pretations by comptrollers. 

(2) Leadership Questions. Questions 29-34 which 
measure the socio-emotional and task related dimensions of 
leadership behavior for DA comptrollers are based on an inter- 
val level of measurement (5 point Likert scale). The questions 
were taken from Fleishman's (1957) Leadership Opinion Ques- 
tionnaire (LOQ), a 40 question, self administering leadership 


inventory. Twenty of the LOQ's questions are consolidated 
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into a scoring key called "consideration" which measures the 
respondent's degree of socio-emotional leadership orientation, 
while the remaining 20 questions are consolidated into a 
scoring key called "initiating structure" which measures the 
respondent's degree of task related leadership orientation. 

Questions 29-31 were taken from the "con- 
Sideration" key. The authors selected these three questions 
because they have a high correlation with respect to the 
consideration key and a low correlation with respect to the 
Bemttcladting structure" key (refer to Table III-2). 

Questions 32-34 were taken from the "initiat- 
ing structure" key. The authors selected these three questions 
because they have a high correlation with respect to the 
"Initiating structure" key and a low correlation with respect 
to the "consideration" key (refer to Table III-2). 

The purpose of these leadership questions was 
to determine the degree to which DA comptrollers perform both 
the socio-emotional and task related leadership functions within 
their organizations. Social desirability response bias is 
possible with these questions since they tend to provide the 
Opportunity for comptrollers to show themselves in the best 
light possible as effective and emphathic managers. Question 
35 which measures the types of leadership styles that DA comp- 
trollers utilize is based on an ordinal level of measurement. 
With this level of measurement, it is possible to rank-order 
all of the categories according to some criterion [Nie, and 


others, 1975]. Question 35 was derived from Tannenbaum and 
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Ap eet bi 2 


SUMMARY OF QUESTIONS SELECTED FROM FLEISHMAN'S 
LEADERSHIP OPINION QUESTIONNAIRE (LOQ) 


Question Question 
Number 


29 


30 


eS.) 


BZ 


5S 


34 


*CONSIDERATION KEY 


Are you willing to make 
changes? 


Do you put suggestions 
that are made by people 
in your work group into 
operation? 


Do you treat all people 
in your work group as 
your equal? 


Siiiiot NG STRUCTURE KBY 


Do you see to it that 
people in your work group 
are working up to their 
capabilities? 


Do you ask that your sub- 
ordinates follow to the 
letter standard routines 
handed down to you? 


Do you emphasize to your 
subordinates the meeting 
of deadlines? 


Correlation 
Consider- Ieee 1 a tng 
ation Structure 

-78 .09 
oy pela 
.66 .28 
-~.17 87 
-25 YE 
. 10 .68 


*"Consideration" key measures the respondent's degree of 
socio-~emotional leadership orientation. 


**"Tnitiating structure" key measures the respondent's 
degree of task related leadership orientation. 


This summary of questions selected from the LOQ was derived 
from the search of Fleishman (1957). 
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Schmidt's (1973) continuum of leadership behavior which de- 
feeeec Seven leadership styles that managers can utilize. The 
question measures the seven leadership styles from the least 
utilized to the most utilized by the comptroller. The purpose 
of the question was twofold: (a) To determine the range of 
Beacership styles that DA comptrollers utilize in carrying 

out their responsibilities. (b) To determine the leadership 
Styles most frequently utilized by DA comptrollers. Social 
desirability response bias is possible with question 35. Bias 
eeuta also result from some comptrollers having difficulty with 
remembering accurately the percentage of time they utilized 
each of the seven leadership styles. 

(3) Decision-making Questions. Question 36 
which measures the types of decision-making situations en- 
countered by DA comptrollers is based on an ordinal level of 
measurement. Question 36 was taken from the questionnaire 
Pledger sent to USN field level comptroller organizations. 
Pledger derived the question from Hermann's (1972) cube which 
depicts eight possible decision-making situations. The ques- 
tion measures the eight decision-making situations from the 
least experienced to the most experienced by the comptroller. 
The purpose of the question was twofold: (1) To determine 
the percentage of time comptrollers make decisions in each 
of the eight decision-making situations. (2) To determine 
by means of an adjustment process the relationship between a 
particular decision-making method and its predicted and actual 


utilization. The adjustment process is discussed in the data 
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analysis: plan section of this chapter. Bias could result 
from comptrollers interpreting a particular situation differ- 
“weay. ror example, two comptrollers could interprete a 
reflexive decision-making situation differently depending on 
@@etre familiarity with and understanding of this particular 
type of situation. Bias could aslo result from some comp- 
trollers having difficulty with remembering accurately the 
percentage of time they encountered each of the eight decision- 
making situations. 

Question 37 which measures the types of deci- 
Sion-making methods utilized by DA comptrollers is based on 
a nominal level of measurement. Question 37 was taken from 
the questionnaire Pledger sent to USN field level comptroller 
organizations. Pledger derived the question from Allison's 
(1971) three types of decision-making methods (1.e., rational, 
Organizational processes, and bureaucratic politics). The 
comptrollers were asked to select six or more choices from 
the list of 13 words/phrases (i.e., decision-making techniques) 
which pertain to the method(s) they use in making decisions. 
Five of the techniques pertain to the rational decision-making 
method. Five of the techniques pertain to the organizational 
process decision-making method. Three of the techniques per- 
tain to the bureaucratic politics decision-making method. 
Refer to Table III-3. The purpose of question 37 was to de- 
termine by means of an adjustment process the percentage of 
time comptrollers utilize each of the three decision-making 


methods in carrying out their responsibilities. The adjustment 
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SUMMARY OF REEATIONSHIPS BETWEEN DECISION- 
MAKING TECHNIQUES AND ASSOCIATED DECISION-MAKING METHODS 


Decision-Making Techniques 
Making Method 


a 
a: 
a 
ic 


HO . 
oR 
aFZ . 


r3 . 


Unitary decision maker 
Follow SOP/regulations 
Personal interests 


Prefer incremental change to 
current policy rather than 
radical change if possible 


State the objective 
Develop alternatives 


Sell the decision to the 
comptroller 


Divide problem into factors 
to be divided among sub- 
units in the organization 


Analyze each alterantive (e.g., 


economic analysis, cost/benefit, 


etc.) 


Effect of decision on my own 
career 


Usually pick first acceptable 
alternative 


List assumptions concerning 
alteratives 


Pick alternative which provides 
feedback 


Associated Decision- 


Rational 
Organizational Process 
Bureaucratic Politics 


Organizational Process 


Rational 
Rational 


Bureaucratic Politics 


Organization Process 


Rational 


Bureaucratic Politics 
Organizational Process 
Rational 


CrganiZartonalmemecess 


The above decision-making techniques are listed in question 37. 
As indicated 5 techniques pertain to the rational decision- 


making method. 
process method. 


politics method. 


Five techniques pertain to the organizational 
Three techniques pertain to the bureaucratic 


This summary of relationships between decision-making tech- 
niques and associated decision-making methods was derived 


from the research of Pledger (1980). 
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process is discussed in the data analysis plan section of 
this chapter. Social desirability response bias is possible 
with this question due to the choices listed. For example, 
it is possible that comptrollers would not admit to consider- 
ing their careers or selecting the first acceptable alterna- 
tive above all else in making a decision. 

(4) Comptroller Problems and Advice Questions. 
Question 38 is an open-ended question which documents the 
problem areas being encountered by DA comptrollers during 
their "first one hundred days" in a new assignment. Question 
39 1S an open-ended question which documents the advice DA 
comptrollers have for the new or future comptroller during 
the "first one hundred days" in a new assignment. Both ques-~ 
tions were from the questionnaire Pledger sent to USN field 
level comptroller organizations. The purpose of the questions 
Was twofold: (a) To provide data that could be used to pro- 
vide advice to the new or future comptroller pertaining to 
their "first one hundred days" in anew assignment. (b) To 
provide data so that hypothesis 4 which relates to the tech- 
melegy and structure within comptroller organizations, could 
be tested. Response bias is unlikely with questions 38 and 
39 due to their open-ended structure. The open-ended struc- 
ture of the questions permits comptrollers to respond in their 
own words without restrictions. Additionally, the inclusion 
Semene words "if any” and "any" within questions 38 and 39 
respectively permits comptrollers to respond negatively if 


Piey nad 2O problems or advice. 
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See o seceparacton Of Junior Level. Comptroller 
Questions 


Questions 40 and 41 which measure background 
information on the junior level comptrollers are based on a 
nominal level of measurement. The purpose of question 40 
was to determine the percentage of junior level comptrollers 
from the different DA MACOMs such as USAREUR, DARCOM, FORSCOM, 
TRADOC and the NGB. The purpose of question 41 was twofold: 
ma) To identify the duty positions of junior level comptrollers. 
(2) To identify if junior level comptrollers are in supervisory 
and non-supervisory duty positions. The authors have no reason 
to believe that responses to these two background questions 
will be biased since the information obtained is public and 
available from other sources. 

Question 42 is a combination open-ended and check- 
list question which documents the organizational behavior 
deficiencies of junior level comptrollers. The purpose of 
the question was twofold: (1) To identify in rank order of 
importance the specific organizational behavior deficiencies 
of junior level DA comptrollers. (2) To document the comp- 
trollers' recommendations regarding improvement of the train- 
ing and/or performance of junior level comptrollers. This 
documentation provided the authors with information useful in 
developing the addendum to Tully and Batiste's proposed PCC. 
The purpose of the addendum is to alleviate the main organiza- 
tional behavior deficiencies exhibited by junior level DA 
comptrollers. Response bias is unlikely with question 42 due 


cto its open-ended check list type structure. 
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The check list of organizational behavior areas 
referenced in question 42 serves merely as a guide and/or 
reminder to the comptroller respondents. The check list 
items are those organizational behavior deficiencies that 
Tully and Batiste identified in their thesis. Item 7 on the 
check list allows comptrollers to comment on other areas of 
concern relating to the job preparation of junior level finan- 
cial managers. Many of the comptrollers used this item to 
mention technical training as a serious deficiency in the job 
preparation of junior level comptrollers. The technical 
training deficiency is discussed in the data analysis plan 
section of this chapter, and again in Chapters IV and V. 
Additionally the inclusion of the word "any" within question 
42 permits comptrollers to respond negatively if junior level 
comptrollers within their organizations do not exhibit job 
preparation deficiencies. 

3. Summary 

To summarize, this section first defined the purpose 
of the questionnaire which was to gather data for testing the 
validity of the Pledger comptrollership model and to obtain 
information from DA comptrollers concerning their comments on 
and recommendations for minimizing any organizational behavior 
deficiencies exhibited by junior level financial managers. 
Next, the authors discussed questionnaire design by identify- 
ing the level of measurement, purpose, and response bias 
associated with each set of questions. The authors also dis- 


cussed the modifications that were made to the technology and 
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Structure questions (i.e., Q11-A28) as a result of pre-testing 


the questionnaire. 


C. DATA ANALYSIS PLAN 


Pee ldemr ledger Comperollership Model 


a. Analysis of Technology/Structure Data 


7) eeeoenesus 
Byeotnesis I: Systematic relationships (i.e., correla- 
tions) between the technological and structural variables 
of DA comptrollership can be detected. 

This hypothesis was tested by performing 
bivariate and partial correlation analysis between the tech- 
nology and structure variables existing in the DA comptroller 
Organization. The variables used are based on the Rousseau 
(1980) matrix and are listed in Figures II-12 and II-13 respec- 
tively. Bivariate correlation is a form of analysis of two 
variables from which a single number results which is descrip- 
tive of the relationship between the variables. This single 
number is referred to as the Pearson product moment correla- 
tion coefficient, symbolized by "r". The magnitude of the 
absolute value of Pearson's "r" is indicative of the amount 
of change in one variable which is indicated by change in the 
Other variable [Nie et al., 1975]. The graph of data points 
based on two variables, where one variable defines the horizon- 
tal axis is known as a scattergram [Nie et al., 1975]. 
Pearson's "r" is a measure of the goodness of a fit of a 
straight line to the data points of a scattergram. A value 
for "r" of +l or -l indicates a perfect fit of a straight line 


to the data points of a scattergram. The sign indicates 
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whether the relationship is direct (+) or inverse (-). For 
example a positive "r" indicates that variable X and variable 

Y tend to increase or decrease together. A negative "r" 
indicates that as variable X becomes larger, variable Y tends 
to become smaller. A value for "r" of 0 indicates no linear 
relationship between the two variables. The value of Pear- 
son's "r" therefore indicates the strength and direction of 

the linear relationship between two variables and is completely 
devoid of any cause or effect implication [Nie et al., 1975]. 

Partial correlation is a form of analysis 
that provides a single measure of association describing the 
relationship between two variables while adjusting for the 
effects of one or more additional variables. Partial corre- 
lation can be used to locate spurious correlations. A spurious 
correlation 1s defined as a relationship between two variables, 
Ky anew il which X,'s correlation with Y is solely the re- 
sult of Y varying along with some other variable, Kot which 
1s the true predictor of Y. In this case, when the effects 
OL x. euemeamtrolled (i.e., held constant), Y no longer varies 
with X,- 

Partial correlation can also be used to lo- 
cate relationships between variables where none appear to exist. 
Situations sometimes exist where theory or intuitive judgment 
Suggests that there should be a relationship between two varia- 
bles, but the data do not indicate any relationship. A possi- 
bemrcascen for this type of situation occurring is that some 


other variable or variables are hiding or suppressing the 
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relationship. For example, a variable Xi exhibits no posi- 
tive relationship to Y because xy has a strong negative rela- 
tionship to x. which in turn is positively related to Y. 
Therefore, xX) 1S positively related to Y when the effects of 
Xo are held constant [Nie et al., 1975]. 

In performing bivariate and partial correla- 
tion analysis of the technology/structure data the authors 
followed the steps outlined below. 


1. Performed bivariate correlation between the technology 
and structure variables. This resulted in a Pearson 
"r" and significance level "p" for each pair of tech- 
nology and structure variables. 


2. Performed 7th order partial correlation between the 
technology and structure variables in order to identify 
separate effects of all technology variables on the 
structure variables. This resulted in a Pearson "r" 
and significance level "p" for each pair of technology 
and structure variables. 


3. Identified those pairs of technology and structure 
variables that tend to support hypothesis l. 


The technology/structure relationships were 
analyzed on an overall basis and by subsamples. The 10 sub- 
samples and their abbreviated designations are outlined 


in Table III-4. 


pe pocneses 2, 3, and 4. 


Bye@@thnesis 2: DA comptrollership exhibits technological 
Simeelanricites (1.e., fairly standardized products, fairly 
predictable production steps, some unpredictability and 
product variations) to Woodward's "large batch/mass 
Paseueerom styoe firms and will therefore exhibit corres- 
Petammeatvecamitlar structural relationships (1.e., for- 
Mealrgequstructure, administratively organized with line- 
staff separation, clearly defined positions, clear 

chain of command). 
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aS eet —4 
SUMMARY OF SUBSAMPLES AND THEIR 
ABBREVIATED DESIGNATIONS 


In testing hypotheses 1 and 5 through 9 the authors 
analyzed the data on an *overall basis and also by 10 sub- 


samples. The subsamples are as follows: 

Name of Subsample Abbreviated Designation 
1. Military Officer Comptrollers Military Comptrollers 
2. Civilian Comptrollers Civilian Comperellers 
See Military Officer Comptrollers Finance Officers 


Naeiea Finance or Comptroller 
Primary Specialty 


4. Military Officer Comptrollers Non-Finance Officers 
with a Non-Finance or Non- 
Comptroller Primary Specialty 


5. Comptrollers from USAREUR MACOM USAREUR 
6. Comptrollers from FORSCOM MACOM FORSCOM 
7. Comptrollers from DARCOM MACOM DARCOM 
8. Comptrollers from TRADOC MACOM TRADOC 
a compeLollers from NGB MACOM NGB 
mo. Comptrollers from **OTHER OTHER 
MACOMS 
*Comptrollers from the overall OVERALL 
sample 


**OTHER includes comptrollers from the following MACOMs: 
Health Services Command 
Seros of Engineers 
Readiness Command 
Recruiting Command 
Combat Development Command 
Communications Command 
Military Traffic Management Command 
O.S2M.4.,. West Point 
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Eyeoemesis 3: The technology of comptrollership in the 
DA 1s Of Perrow's Routine type (well structured/low varia- 
bility and few exceptions) and displays corresponding 
structural characteristics (centralized power held by 
comptroller, high interdependence and high coordination 
required among functions within the organization). 


Hypothesis 4: DA comptroller organizations operate in 
basically stable environments and exhibit mechanistic 
systems of management. 


In testing hypothesis 2 the authors followed 


the steps outlined below. 


1. Based on the research of Pledger (1980) the authors 
selected certain variables which measure the techno- 
logical and structural similarities of DA comptroller 
organizations to Woodward's "large batch/mass produc- 
tion" type firms. These variables are outlined in 
Ramble, Lii=-5. 


2. The means of the selected technology variables were 
examined to determine whether they support the hypothe- 
Sis. Based on the research of Pledger (1980) a mid- 
range (1.e., 2.5-3.5) value for the means of these 
technology variables would tend to support the hypothe- 
Sis. Based on the research of Pledger (1980) a low 
G@eyjewmmless than 2.5) or high (i.e., greater than 3.5) 
value for the means of these technology variables would 
tend not to support the hypothesis. For example, 
based on Pledger's (1980) research the authors selected 
routineness of conversion to measure whether DA comp- 
troller organizations employ fairly predictable produc- 
tion steps. A mean of 2.5-3.5 for this variable would 
tend to indicate that DA comptroller organizations do 
employ fairly predictable production steps. Conversely, 
a mean of 1.0-2.0 or 4.0-5.0 for routineness of conver- 
sion would tend to indicate that DA comptrollers organi- 
ZEomcrdo Not employ fairly predictable production 
steps. Conducted a comparison of the sample mean with 
the hypothesized population mean (i.e., 2.5-3.5) using 
a t-test at the 95% confidence interval. 


3. The means of the selected structure variables were 
examined to determine whether they support the hypothe- 
sis. Based on Pledger's (1980) research a low (l.e., 
less than 2.5) value for the means of these structure 
variables would tend to support the hypothesis. Based 
on Pledger's (1980) research a midrange (1.e., 2.5-3.5) 
emer (1.e., greater than 3.5) value for the means of 
these structure variables would tend not to support the 
hypothesis. Conducted a comparison of the sample mean with 
the hypothesized population mean (i.e., less than 2.5) 
using a t-test at the 95% confidence interval. 
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TABLE III-5 
SUMMARY OF VARIABLES AND BACKGROUND COMPTROLLER INFORMATION 
Use IN PESTING HYPOTHESES 2 THROUGH 4 
Hypothesis 2: 


Appropriate Variable or Back- 
ground Information Used in 


@eennological Similarities Measurement and Support Respectively 


Mm Fairly Standardized SeanGardiZatlonm Ose inp utam a lV); 
BEeOGUCtS HiEgurve  —Lil—-2Z) CoMpesorrer muncrlons 

2. Fairly Predictable Routineness of Conversion (TV) and 
Production Steps Automation of Conversion (TV) 

3. Some Unpredictability Input Predictability (TV) and 


Routineness of Conversion (TV) 
4. Product Variations Pependix A*~ (BI) 
Structural Similarities 
1. Formalized Structure Formalization of Comptroller 


Smegantzattom “(SV) and ~**Sub— 
ordinates Follow Standard 


Routines 
2. Administratively Biciweem@ tied, CONnlLIgubation ofa 
Organized DA Comptroller Organization (BI) 
3. Clearly Defined Specialization of Functions (SV) 
Positions 
4, Clear Chain of Command Figure II-4 
Hypothesis 3: 
Technology 
1. Well Structured ***xSummation of the Means for 6 
Technology Variables 
2. Low Variability and Routineness of Conversion and 
Few Exceptions inpuemEnedictabidiry | (TV } 
structure 
1. Centralized Power Held Centralization of Comptroller 
by Comptroller Organization (SV) 
2. High Interdependence Interdependence Among Functions 
Among Functions (SV) 
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isis eet CONT TINUED) 


Appropriate Variables or Back- 
ground Information Used in 


Measurement and Support ReEspeccively 


feeeeHagh Coordinaticn Coordination Among Functions (SV) 
Among Functions 


Hypothesis 4: 

Stable Environment 

ime Bittle or no Change in Seanaardizarion Glo Mipues. (LV). 
Technology Pipue Predivetabilitye(t ye 


Routineness of Conversion (TV) 


Ze Little or no Change Figure II-3, Flow of Comptroller 
in Market Structure Functions (BT) 


Mechanistic System of 


Management 

1. Reliance on Formal FOrmMalizatilon Of Comm@eroller 
Rules and Regulations GncanizacLon soy) 

2. Decisions Made at the GCentralization Of CoMmbiseol ler 


Mepewormtner Organization Organization (SV) 


3. Narrow Spans of Span, Of Gontrol (SV) 
Con@rol 

4. Vertical Vertical Communications (SV) 
Communications 


*(TV)--Technology Variable 
(BI) --Comptroller Background Information 
(SV) --Structure Variable 


**The authors used one question from the leadership section of 
the questionnaire to provide support for hypothesis 2. 


***The 6 technology variables are routineness of conversion, 
Secv@imearzarion Of inputs, predictability of inputs, 


automation of conversion, output quality control, and 
performance evaluation. 
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steps 


steps 


The authors also used background information from Chapter 
II pertaining to the integrated DA comptroller functions 
Pae@meneecCoOnLlguracion of DA comptroller organizations to 
provide support for this hypothesis. This background comp- 
troller information is outlined in Table III-5. 


In testing hypothesis 3 the authors followed the 
outlined below. 


Based on the research of Pledger (1980) the authors select- 
ed certain variables to measure whether the technology in 
the DA is of Perrow's Routine type and is associated with 

a formal centralized type of structure. These technology 
and structure variables are outlined in Figure III-5. 


The means of the selected technology variables were exam- 
ined to determine whether they support hypothesis 3. Based 
on Pledger's (1980) research a low (i.e., less than 2.5) 
value for the means of these variables would tend to sup- 
port the hypothesis. A midrange (i.e., 2.5-5.0) or high 
value for the means of these variables would tend not to 
Support the hypothesis. Conducted a comparison of the 
sample mean with the hypothesized population mean (1l.e., 
less than 2.5) using a t-test at the 95% confidence interval. 


In testing hypothesis 4 the authors followed the 
outlined below. 


Based on the research of Pledger (1980) the authors selected 
certain variables to measure whether DA comptroller organi- 
zations operate in stable environments and exhibit mechan- 
istic systems of management. These technology and struc- 
ture variables are outlined in Figure III-5. 


The means of the selected technology variables were examined 
to determine whether they support hypothesis 4. Based on 
Pledger's (1980) research a low (i.e., less than 2.5) or 
mid-range (1i.e., 2.5-3.5) value for the means of the tech- 
nology variables would tend to support the hypothesis. A 
high (1.e., greater than 3.5) value for the means of the 
technology variables would tend not to support the hypothe- 
sis. Conducted a comparison of the sample mean with the 
hypothesized population mean (1.e., 1.0-3.5) using a t- 

test at the 95% confidence interval. 


The means of the selected structure variables were examined 
to determine whether they support hypothesis 4. Based on 
Pledger's (1980) researcha low (i.e., less than 2.5) value 
for the means of the structure variables would tend to sup- 
pememtne hypothesis. A midrange (i.e., 2.5-3.5) or high 
(ee, soseater thane3.5) would tend not to support the 
hypothesis. Conducted a comparison of the sample mean with 
Piemiypothnesi@ed population mean (1.¢., less than 2.5) 
using a t-test at the 95% confidence interval. 
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4. The authors also used background information from Chap- 
Corel eperramieng to the performance of comptroller 
functions at the division, installation, and MACOM 
levels of command to provide support for this hypothe- 


Sis. This background information is outlined in Table 
fLE=—5. 
B- Gontent analysis was conducted of the comptrollers' 


general comments concerning problems experienced and 
advice to the new comptroller in order to provide further 
support for hypothesis 4. The authors identified and 
documented the most frequently mentioned problems and 
statements of advice. 

The technology/structure data relating to 
hypotheses 2, 3, and 4 were analyzed on an overall sample 
basis only (i.e., the data relating to these 3 hypotheses were 
not anlayzed by subsamples). 

b. Analysis of Leadership Data 
GP pesnesese 5 and 6 


Mapemnesious: DA cComptrollers perform both the socio- 
emotional and task related leadership functions within 
waelr Organizations. 


Pagecittestouo: DA comptrollers will be higher in the 
socio~emotional dimension than the task related dimension. 


Hypothesis 5 was tested by combining the 
means of the responses to questions 29-31 and 32-34 which 
measure the degree to which DA comptrollers perform the 
socio-emotional and task related leadership functions respec- 
tively. The means for the two sets of questions (1.e., Q29-31 
and Q32-34) can vary between 0 and 12. A mean of O for each 
set of questions would indicate the highest degree of socio- 
emotional and task related leadership orientation. A mean of 
12 for each set of questions would indicate the lowest degree 
of socio-emotional and task related leadership orientation. 


Based on this information the means for the two sets of 
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questions were examined to determine whether they support the 
ipeenesis. A low (i.e., less than 4) or midrange (i.e., 4.0- 
8.0) value for these two means would tend to support the 
Meympotniesis. A high (i.e., greater than 8.0) value for either 
one of these two means would tend not to support the hypothesis. 
The authors conducted a comparison of each sample mean with 
me saypothesized population mean (i.e., 0 < x < 8.0) using a 
t-test at the 95% confidence interval. 

Hypothesis 6 was tested by conducting a com- 
parison of the sample means using a t-test. The purpose of 
conducting the t-test was to compare the socio-emotional and 
task related leadership function means at the 95% confidence 
interval in order to determine whether the two means are 
Seoniticantly different. 


(2) hve Geneses 7 and 8 


Eegeotnesis 7: On Tannenbaum and Schmidt's continuum of 
leadership behavior, DA comptrollers will utilize a wide 
range (1.e., 5-7 styles) of leadership styles in carrying 
out their responsibilities. 


ma@oenesis 8: DA comptrollers will strike a relative 
balance between managerial authority and subordinate free- 
dom by utilizing over 50% of time the middle three leader- 
ship styles depicted along Tannenbaum and Schmidt's 
continuum of leadership behavior. 


In testing hypothesis 7 the authors followed 
the steps outlined below. 

1. Determined mean for the number of leadership styles 
Semeerollers utilize in carrying out their 
responsibilities. 

2. Conducted a comparison of the sample mean with the 
hypothesized population mean (i.e., greater than or 


Eaiaieeco 5) using the t-test at the 95% confidence 
interval. 
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In testing hypothesis 8 the authors followed 


the steps outlined below. 

1. Combined the percentage of utilization means for the 
middle three leadership styles depicted along Tannen- 
baum and Schmidt's continuum of leadership behavior. 

2. Conducted a comparison of the combined sample mean with 
the hypothesized population mean (i.e., greater than 
or equal to 50%) using the t-test at the 95% confidence 
interval. 

The leadership data were anlayzed on an 
overall basis and by subsamples. 


c. Analysis of Decision-Making Data--Hypothesis 9 


Meoencsis 7: DA comptrollers use mixed decision-making 
methods as decision-making situations change. 


This hypothesis was tested by determining the 
relationship between a particular decision-making method 
(1.e€., rational, organizational processes, and bureau- 
cratic politics) and its predicted and actual utilization. 

In determining these three relationships the authors followed 
the steps outlined in Table III-6. A summary of these steps 
is as follows: 

Sol creD ULLLIZATION 

1. Calculated the means for the percentage of time 


comptrollers make decisions in each of the eight 
decision-making situations. 


2. Combined the means for the first group of situations 
(i.e., innovative, inertia, deliberative) since they 
are associated with the rational method. Combined the 
means for the second group of situations (i.e., circum- 


Stamtia., routine, crisis, reflexive, administrative, 
possible innovative, possibly deliberative) since they 
are associated with the organizational processes method. 
Combined the means for the third group of situations 
Smee possibly crisis, possibly reflexive) sance they 
are associated with the bureaucratic politics method. 
The combined means represent the raw percentage of 
predicted utilization for the three decision-making methods. 
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TABLE III=-6 


PROCEDURAL STEPS FOR DETERMINING RELATIONSHIP BETWEEN 
eee PT ICUEAR DECISION-MAKING METHOD AND ITS 
PREDICTED AND ACTUAL UTILIZATION 


A. Predicted Utilization 


fees Giscussed in Section D.1.b of Chapter II, Pledger (1980) 
hypothesized that certain decision-making methods would most 

Peely De utilized in each of the eight decision-making situa- 
tions. These methods and situations are summarized as follows: 


APPROPRIATE METHOD DECISION-MAKING SITUATION 

a. Rational Innovative, Inertia, 
Deliberative 

b. Organizational Processes Circumstantial, Routine, 


Crisis, Reflexive, Admin- 
lstrative (Possible Inno- 
vative, Deliberative) 


ee Bureaucratic Politics Possibly Crisis, Reflexive 


Pweager based the associations on 16 propositions which indi- 
cate actions resulting from three dimensions of threat, time 

fuze and awareness. These propositions are listed in Appen- 

eax C. 


2. Calculated the means for the percentage of time comptrollers 
make decisions in each of the eight decision-making situations. 


3. Combined the means for the first group of situations (l.e., 
innovative, inertia, deliberative) since they are associated 
with the rational method. Combined the means for the second 
and third group of situations in the same manner since they 
are associated with the organizational processes and bureau- 
cratic politics method respectively. The combined means 
represent the raw percentages of predicted utilization for 

the three decision-making methods. 


meeused adjustment process to compensate for some of the 
decision-making situations being associated with more than 

one decision-making method. Adjustment process had two steps. 
First, the raw percentages of predicted utilization were added 
in order to calculate a total raw percentage. Second, each 

of the three raw percentages were divided by the total raw 
percentage in order to calculate the adjusted percentage of 
meedicted Utilization. The following 1s an example of the 
authors’ implementation of steps 1 through 4 listed above. 

The data is for example purposes only. 
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TABLE IfI-6 (CONTINUED) 


SITUATION PRrGE lao 
PRE DECT ED Ue hoAl LON 
Raw Adjusted 


A. Innovative, Inertia, Delibera- 
eve 40% 25:2 


me Circumstantial, Routine, Crisis, 
Reflexive, Administrative (Pos- 
Sibly Innovative, Delibera- 
tive) ** 90% 56% 


me (Possibly Crisis, Reflexive) *** 303% 19% 


*Associated with rational method 
**Associated with organizational process method 
***Associated with bureaucratic politics method 


5. Combined the means for the three groups of situations 
excluding those situations that are possibly associated with 
the organizational processes and bureaucratic politics method. 
Those situations that are possibly associated with the organi- 
zational processes method are innovative and deliverative. 
Those situations that are possibly associated with the bureau- 
cratic politics method are crisis and reflexive. No adjustment 
process is necessary. The following is an example of the 
authors' implementation of this step. 


SITUATION PERCE Nia Or 
PREDI GL ED Ure ZALLON 


A. Innovative, Inertia, De- 
liberative 40 


9 


6 


circumstantial, Routine, Crisis, 
Reflexive, Administrative 60% 


oo 


C. None 0 


Memmitesena result of steps 1 through 5 is the establishment 
Of an interval for the mean percentage of predicted utiliza- 


tion. (Refer to example below) 

DECISION-MAKING METHOD PREDICTED ULILIZATION 
eee ational 25-40% 

Ee organizational Processes 60-90% 
Gmmmeureaucratic Politics 0-193 
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TABLE III-6 (CONTINUED) 
Peeeeactual Utilization 


mums Gilscussed in Section B.2.b.(3) and Table III-3 of this 
chapter the different decision-making techniques listed in 
question 37 are associated with certain decision-making methods. 
Techniques l, 5, 6, 9, and 12 are associated with the rational 
method. Techniques 2, 4, 8, ll, and 13 are associated with 
the organizational processes method. Techniques 3, 7, and 10 
are associated with the bureaucratic politics method. 


2. Determined the percentage of selection for the techniques 
associated with the rational method; for the techniques 
associated with the organizational processes method; for the 
techniques associated with the bureaucratic politics method. 
This conversion of question 37 responses from a binary (i.e., 
yes/no) basis to a percentage of selection basis takes into 
account, the unequal number of techniques associated with each 
of the three methods. These selection percentages represent 
the raw percentage of actual utilization for the three methods. 


3. Used adjustment process to calculate the percentage of 
actual utilization for the three methods. Adjustment proc- 

ess was twofold: First, the raw percentages of actual utili- 
zation were added in order to calculate a total raw percentage. 
Next, each of the three raw percentages were divided by the 
total raw percentage in order to calculate the adjusted per- 
centage of actual utilization. The following is an example 

of the authors' implementation of steps 1 through 3 listed 
above. The data is for example purposes only. 


TECHNIQUES (Refer to Table PERCE Lor 
III-3) ACTUAL UTILIZATION 
Raw +22 Adjusted 
free, 5,60,9,12 78% 60% 
mee 2, 4,6,11,13 42% 32% 
oe 3, 7,10 10% 8% 


****Comptrollers selected 78% of all the available decision- 
making techniques associated with the rational decision-making 
method, 42% of all available techniques associated with 

the organizational processes method, and 10% of all the avail- 
able techniques associated with the bureaucratic politics 
method. 


C. T-Test 
Conducted a comparison of the mean percentage of actual uti- 


lization with the mean percentage of predicted utilization 
Memqethe t-test at the 95% confidence interval. These 
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TABLE III-6 (CONTINUED) 


comparisons were conducted for each of the three decision- 
making methods. The purpose of conducting the t-test was to 
determine whether a significant difference existed between 

the actual utilization mean and the predicted utilization mean 
(i.e., that comptrollers use mixed decision-making methods as 
@ecisi0On-making situations change). For a significant dif- 
ference to exist, the actual utilization mean cannot fall 
within the interval established for the predicted utilization 
mean. 
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Adjusted the raw percentage of predicted utilization 
into a final percentage of predicted utilization. 

This adjustment process was necessary to compensate 
for some of the decision-making situations being asso- 
Ciated with more than one decision-making method. 


Combined the means for the three groups of situations 
excluding those situations that are possibly associated 
with the organizational processes and bureaucratic poli- 
tics method. Calculated a percentage of predicted 
utilization. In this case no adjustment process was 
necessary. 


The end result of steps 1 through 4 above is the estab- 
listment of an interval for the mean percentage of pre- 
dicted utilization (e.g., rational decision-making 
method--its predicted utilization is 25-40%). 


ACTUAL UTILIZATION 


ie 


Determined the percentage of selection for decision-making 
techniques associated with the rational method; for 
the techniques associated with the organizational 
process method; for the techniques associated with the 
bureaucratic politics method. This conversion of 
question 37 responses from a binary (1.e., yes/no) 
basis to a percentage of selection basis takes into 
account, the unequal number of techniques associated 
with each of the three methods. These selection per- 
centages represent the raw percentage of actual utili- 
zation for the three decision-making methods. 


Used adjustment process to convert the raw percentage 
of actual utilization into a final percentage of actual 
utilization. This was done for each of the three 
decision-making methods. 


T=TEo 


es 


Conducted a comparison of the mean percentage of actual 
utilization with the mean percentage of predicted 
utilization using the t-test at the 95% confidence 
interval. These comparisons were conducted for each 

of the three decision-making methods. 


The purpose of conducting the t-test was to determine 
whether a statistically significant difference existed 
between the actual utilization mean and the predicted 
utilization mean (i.e., that comptrollers utilize mixed 
decision-making methods as decision-making situations 
GEhamser FOr a Significant difference to exast, the 
Hetwal urialization mean Cannot fall within the interval 
established for the prediction utilization mean. 








ew oo Preparation of Junior Level Comperorrens 


The comptrollers' comments on the organizational be- 
havior deficiencies exhibited by junior level comptrollers 
were categorized and ranked in order of importance. The 
ranking process consisted of documenting the frequency with 
which comptrollers mentioned the various deficiencies. 
Specifically, the authors determined the number of comptrollers 
mentioning a particular deficiency. Additionally, the authors 
determined the number of comptrollers mentioning a particular 
deficiency as both a percentage of those who replied to the 
question and as a percentage of those who returned 
questionnaires. 

The comptrollers' recommendations regarding improve- 
ment of the training and/or performance of junior level 
comptrollers were documented and evaluated in order to pro- 
vide the authors with information useful in developing the 
addendum to Tully and Batiste's proposed PCC. Specifically, 
the recommendations listed are the comptrollers' verbatim 
responses to the second part of question 42. The second part 
of question 42 reads as follows: "What are your recommenda-~ 
tions for improving the training and/or performance of junior 
cemptrollers?" 

3. Summary 

This section contained a detailed description of the 
Seta analysis plan. The first part of the description focused 
on how the data relating to the Pledger comptrollership model 


were analyzed to test hypotheses 1 through 9. The second 
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Beee, Or the description focused on how the comptrollers' com- 
ments on the organizational behavior deficiencies exhibited 
by junior level comptrollers were ranked in order of impor- 
tance. A summary of how the nine hypotheses were tested 

and how the ranking process was conducted is outlined in 


Table III-7. 


D. DATA PREPARATION 
1. General 
Dem PUSm>OSe Of stnls Section is to first identify the 
sample selected to receive the questionnaire. Next, those 
comptrollers responding to the questionnaire are identified. 
Finally, three tables are presented that summarize the responses 
to the questions relating to background information, the 
Pledger comptrollership model and the job preparation of 
junior level comptrollers. The descriptive statistics vore- 
sented in the three tables are based on data from the over- 
all sample (i.e., the 136 comptrollers who returned questionnaires). 
2. The Sample 
The primary criterion selection was ensuring that 
comptrollers from a large representative sample of DA com- 
mands in CONUS and USAREUR received the questionnaire. This 
criterion was used since the great majority of DA soldiers 
and comptroller organizations are located in CONUS and USAREUR. 
tien AUcovon Directory for DA Financial Management Personnel” ’ 
published in the January 1981 edition of the DA All Points 


Bulletin was used to identify the 246 CONUS and USAREUR 
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Packer lig 7 


SUMMARY OF DATA ANALAYSIS PLAN 


The following is a summary of how hypotheses 1 through 
9 were tested and how the comptrollers' comments on the 
organizational behavior deficiencies exhibited by junior 
level comptrollers were ranked in order of importance. 


A. The Pledger Comptrollership Model 


Hypothesis 

ie, 1 

Yom ee 5, and 
+ 

Seb SD 

aa 


Data Analysis Plan 


Performed bivariate and partial correla- 
tion analysis between the technology 

and structure variables existing in DA 
comptrollersk.organi zations 


Based on the research of Pledger (1980) 
the authors selected certain variables 

tO measure the technology and structure 
characteristics of DA comptroller organi- 
zations. The means of these selected 
technology and structure variables were 
examined to determine whether they support 
the hypotheses. The examination consisted 
of comparing the sample means with the 
hypothesized population means using a t- 
test at the 95% confidence interval. Also 
used certain DA background comptroller 
im@secmation from Chapter II to provide 
Support for these hypotheses. The varia- 
bles and background information are out- 
lined in Table III-5. Finally, content 
analysis was conducted of the comptrollers' 
general comments concerning problems ex- 
perienced and advice to the new comptroller 
in order to provide further support for 
hypothesis 4. 


Combined and then examined the means of the 
responses to questions 29-31 and 32-34 

which measure the degree to which DA comp- 
trollers perform the socio-~emotional and 
task related leadership functions respec- 
mevely. Gencdueted a comparisom Of cach 
sample mean with the hypothesized population 
mean (i.e., 0-8.0) using a t-test at the 

95% confidence interval. 


Conducted a comparison of the sample means 
using a t-test at the 95% confidence 
interval. 
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TABLE III-7 (CONTINUED) 


Hypothesis Data Analysis Plan 
5, yi Determined mean for the number of leader- 


ship styles comptrollers utilize in 
Carrying out their responsibilities. 
Conducted a comparison of the sample 
mean with the hypothesized population 
mean using a t-test at the 95% confi- 
dence interval. 


be 8 Combined the percentage of utilization 
means for the middle three leadership 
styles depicted along Tannenbaum and 
Schmidt's continuum of leadership be- 
havior. Conducted a comparison of the 
combined sample mean with the hypothe- 
sized population mean using a t-test at 
the 95% confidence interval. 


ioe 9 Determined the relationship between a 
particular decision-making method (i.e., 
rational, organizational processes, and 
Buecaleratic politics) and 1lts predicted 
and actual utilization. (Refer to Table 
III-6.) 


Job Preparation of Junior Level Comptrollers 


Comptroller Comments 


and Recommendations Data Analysis Plan 

1. Comptroller comments Comments categorized ranking 

on the organizational in order of importance. The 
behavior deficiencies ranking process consisted of 
exhibited by junior documenting the frequency with 
level comptrollers. which comptrollers mentioned the 


various deficiencies. 


Za cemoatroller re- Comptrollers' recommendations 
commendations for mini- regarding improvement of the 
MeEZzineeehne Organization—= training and/or performance of 
al behavior deficiencies junior level comptrollers were 
exhibited by junior documented and evaluated in order 
level comptrollers. to provide the authors with in- 
formation useful in developing 
the addendum to Tully and Batiste's 
proposed PCC. 
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comptroller organizations that were mailed questionnaires. 
All CONUS and USAREUR comptroller organizations listed in 
the "Autovon Directory for DA Financial Management Personnel" 
were sent questionnaires. According to [Becker, 1981] this 
Pese represents at least 90-95% of the entire population of 
CONUS and USAREUR comptroller organizations. Comptrollers 
were informed via a questionnaire cover letter that only the 
authors would review the questionnaire and guarantee the 
anonymity of all respondents. A total of 136 questionnaires 
were received and compiled. The number and percentage of 
comptroller respondents from the different DA MACOMS is out- 
meeed in Table III-8. Of the comptrollers returning ques- 
tionnaires, 60.3% were military and 39.7% civilian (question 
1). First tour comptrollers comprised 64% of the respondents, 
with the remaining 35.3% serving in follow-on comptroller 
tours (question 4). One comptroller (0.7%) did not answer 
guestion 4). The average experience on the job was 28.8 
months (question 7). The average comptroller organization 
consisted of 109 personnel with a standard deviation of 127 
personnel (question 10). The large standard deviation indi- 
cates a lack of homogeneity of size. 
3. Summary of Descriptive Statistics 

The descriptive statistics for the background questions 
Pm@ewOQuUclined in Table III-9. 

The descriptive statistics for the Pledger comtroller- 
ship model questions are outlined in Table III-10. Comp- 


mee@mlers utilized the middle leadership style {1.e., style D) 


99 








TABLE III-8 


NUMBER AND PERCENTAGE OF COMPTROLLER RESPONDENTS 
FROM THE DIFFERNET DA MACOMS 


MACOM of Respondents Number Percent 
1.  USAEUR 9 6.6% 
ge FORSCOM 28 20-65 
=  DARCOM eo 21.3% 
4. TRADOC HES 14.0% 
5. Health Services Command 7 Bae 
pee corps of Engineers 6 4.4% 
f. NGB 18 Sere s 
8. Others” 20 aes % 


— 

Readiness Command 

Recruiting Command 

Combat Developments Command 
Communications Command 

Military Traffic Management Command 
U.S.M.A., West Point 
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Tae 29 


SUMMARY OF DESCRIPTIVE STATISTICS FOR THE 


BACKGROUND QUESTIONS 


Major Commands of Respondents 


USAREUR 

FORSCOM 

DARCOM 

TRADOC 

HEALTH SERVICES COMMAND 
SeePS OF ENGINEERS 
NATIONAL GUARD 

OTHERS 


1A. Category of Respondents 


Military 
Siva lian 


meee Military Rank or Civilian 
Grade of Respondents 


Captain 

Major 

me. Colonel 
Colonel 

Brig. General 
es 12 

eo 13 

GS 14 

GS 15 


coro ho) 

Percent of 

Number Respondents 
9 6.6% 
28 20.6% 
29 Zia s 
19 14.03% 
7 Sees 
6 4.43% 
18 ae aes 
20 14.73% 
Number Percent 
82 60.33% 
54 39.73% 
3.6 100.03 
Number Percent 
2 eS st 
6 4.4% 
eS 257s 
35 2 Os 
4 ono's 
19 14.03% 
i 8.13% 
eS 11.0% 
8 5.93% 


2A. Primary Specialty of Military Officer Comptrollers 


Finance/Comptroller 
Non-Finance/Comptroller 


Number Percent 
30 36.63% 
52 63.43% 


Pee secondary Specialty of Military Officer Comptrollers 


Comptroller (45) 
Non-Comptroller 


Ga 


Number Percent 
61 Tale 
18 Danas 





ron eee 9 6(CONTINUED ) 


oe specialty of Civilian Comptrollers 


Number Percent 
55 Financial Manager 1 oS 
341 Administrative Officer 1 1.93% 
345 Program Analyst 1 Loe 
501 Resource Management/ 3 5.7% 
Financial Officer 
505 Financial Manager 40 Tso £ 
eo Accounting Officer 2 3.8% 
610 Financial Manager 2 9.4% 
4. Respondents Serving First Tour as Comptrollers 
Number Percent 
Mrrst Tour 87 64.0% 
Mot First Tour 48 35433 
Missing il 0.7% 


Peer revilous Tours in Comptroller Field For Military Officers 


Number Percent 
None ine 18-58 
One Tour 25 30. 9.4 
Two Tours 16 19.83% 
Three Tours lee 8.1% 
Four or More Tours 14 ey 2-6 


6. Military Officers Who Served As Comptroller in Last Tour 


Number Percent 
Affirmative Ak 50% 
Negative 41 50% 


7. Length In Current Assignment In Months 


Mean Spee Range 

29.8 31.04 1-180 
8A. Level of Education 

Number Percent 

Doctorate Z ees. 
Masters 81 59.6% 
Bachelors 40 29.43% 
Other AG, 1.4% 
Missing 3 2225 
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TABLES Lie. (CONTINUED) 


SoweeeWeGree Area 


Number Percent 
Financial 89 65.43 
Non-Financial 42 30.93% 
Missing 5 3.7% 


8C. Comptrollers Receiving Advanced Degree From Syracuse 


Number Percent 
Syracuse Graduate 24 17.63% 
Other 109 80.13% 
Missing 2 Dace 
9. Size of Command 

Number Percent 
0 to 5000 64 Aes 
5e00 to 10000 24 17268 
moOo00 to 25000 iS Lie 
i000 to 20000 9 6.6% 
Greater than 20000 20 LASTS 
Missing 4 Zao s 


10. Number of Personnel in Comptroller Organization 


Mean Spee Range 
Og 4 7 eZ oO 5-740 
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Tabi LL =20 


SUMMARY OF DESCRIPTIVE STATISTICS FOR THE 
PLEDGER COMPTROLLERSHIP MODEL QUESTIONS (Q11-0937) 


Summary Of Technology and Structure Questions (011-028) 


13. Level to Which the Comptroller 


Commander 
m@ar1ef of Staff 
Executive Officer 


Other 
Mean 

im 6SPan Of Control 5.80 

im. Levels Of Hierarchy In S02 
Come Org 

14. Levels of Command 3.46 
Cégeralization 

15. Level of Comp Org Ore oe), 
Centralization 

mee Foumalization of Comp Org 2.03 

17. Level of Vertical 1 58 
Communications 

18. Interdependence Within Deen 2 
Comes orG 

me 6 COGraGination Within bea 
Comp Org 

20, Specialization Within of 
Compe Org 

21. Routineness of Conversion 3.07 
Process 

mee standardization of Za 
Inputs 

fee Fredictability of Inputs 2.60 

24. Complexity of Conver- dieerS 
Slon Process 

25. Automation of Conver- See 
Sion Process 

26. Discretion in Conver- 2.46 
sion Process 

Eve Oumeoumt Quality Control iia 

28. Performance Evaluation dae 


Reports 
Number Percent 
57 41.93% 
49 365.05 
25 Poros 
5 Sas 


SCD DEY Range# of 
Actual Responses 


Ze Hales 
Vee Ios 
0 i 
eo i 
0.56 1-4 
O216.3 ae 
Oe Jia: 
0.80 1-4 
Opera: ao 
Oh) 1s 
Oss Is 
ONS vo 
03/4 1-4 
OZ Ss 
Pe JL>S 
OS a 
One 1-4 


* Comp Org is an abbreviation for comptroller organization. 


tt 


responses from the comptrollers. 


range of possible responses was l- 


+ The numbers in this column represent the range of actual 


For questions 14-28 the 
5. For questions 29-34 


the range of possible responses was 0-4. For question 35 

the range of possible responses was 0-100 for each leadership 
style. For question 36 the range of possible responses was 
0-100 for each decision-making situation. 
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Tyee LLE= lO (CONTINUED) 


summary of Leadership Questions (Q29-Q35) 


Socio-Emotional Leadership Functions 


Mean SIP Bey Range# of 
Actual Responses 
29. Willingness to Change Ore Orr 0-4 
30. Willingness to Use iO 0.46 0-4 
Suggestions 
ee. Equality of Treatment 1.08 Oias: 5 0-4 
Task Related Leadership Functions 
32. Personnel Working to Or 318 Or6 7 0-4 
Capacity 
33. Subordinates Follow 1.64 Cre 0-4 
Standard Routines 
34. Subordinates Meet 0.40 OG 0-4 
Deadlines 
Se. Leadership Styles 
A. Manager Makes Decision Toe One 0-50 
B. Manager Sells Decision 6265 8.46 0-80 
C. Manager Presents Ideas/ 2s 5 6 TOL 0-80 
Gets Questions 
D. Manager Presents Tenta- 620s 5.00 0-40 
tive Decision Subject 
to Change 
E. Manager Presents Problem/ 29.36 22545 0-99 
Gets Suggestions Makes 
Decision 
F. Group Makes Decision B05 Ones 0-80 
G. Subordinates Function S03 23507 G20 


Within Prescribed Limits 


Summary of Decision Making Questions (036 & Q37) 


36. Decision Making Situations 

—Pweeecsasas Situation Sac 6 ae 3 0-95 
B. Innovative Situation eles 9.29 0-50 
e-  tmert2al Situation S245 50 0-40 
Bm. Crireumstantial Situation a3 Ge 02 0-40 
E. Reflexive Situation e639 7.48 0-40 
F. Deliberative Situation 18.98 15.167 0-93 
G. Routine Situation ooo i645 0-80 
H. Administrative Situation 11.43 eres 0-40 
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TABEE £LI-10 


Decision Making Methods 


Unitary Decision Maker 
Follow SOP/Regulations 
Personal Interests 
Incremental Change 

vs. Radical Change 

State the Objective 
Develop Alternatives 
Sell Decision to 
Commander 

Factoring of the Problem 
Analysis of the 
Alternatives 

Praect, OL DECision on 
Cae ce i 

Pick First Acceptable 
Alternative 

Assumptions Concerning 
Alternatives 

Pick an Alternative With 
Feedback 


(Continued) 


Number of Comp- 


trollers Utilizing 


26 
ROL 
ry 
81 
123 
cee 
23 


47 
129 


5 
5 
o'6 


67 


106 


Woe 


49. 


Percent of 
Sample 








@epicted along Tannenbaum and Schmidt's continuum of leader- 
ship behavior only 6% of the time (question 35). This small 
percentage of utilization was not expected by the authors 
but could have resulted from the word "tentative" causing a 
certain amount of social desirability response bias. Spe- 
cifically, comptrollers might have assigned a low utilization 
percentage to leadership style D because the word tentative 
invokes certain negative connotations such as lack of 
decisiveness. 

The descriptive statistics for the job preparation 
of junior level comptroller questions are outlined in Table 
IIi-ll. The duty areas and supervisory status of 133 junior 
level DA comptrollers are listed under question 41. The 133 
represents a short fall of 43 from the total of 176 junior 
level comptrollers (question 40). The reason for this short 
fall was a data collection limitation associated with the de- 
Sign of guestion 41. Specifically, design of question 41 
allowed comptrollers to list the duty positions and super- 
visory status of only six junior level comptrollers within 
their organizations. This limited the data collection effort 
with respect to the question, since 4 of the comptroller 
respondents had seven or more junior level comptrollers within 
maeit Gmeahizations. Despite this limitation the resulting 
ettamiamcieropriate for the identification of generai trends 
with respect to the duty positions and supervisory status of 


sunwer evel comptrollers. 
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porMeanky OF DESCRIPTIVE STATISTICS FOR THE JOB 
PREPARATION OF JUNIOR LEVEL COMPTROLLER QUESTIONS (040-042) 


Bee Officers Serving First Tour in Comptrollership Specialty 
(1.e., Junior Level DA Comptrollers) 


Total Number Percent 
Overall 176 100% 
USAREUR 23 as 
FORSCOM 56 Oo2s 
DARCOM IFS 9% 
TRADOC 34 19% 
NGB 17 10% 
Others SC 30% 


41. Duty Areas and Supervisory Responsibilities of Junior 
Level DA Comptrollers 


Number Percent Super= Percent 
visory 

Comptroller/Deputy 22 16.4% 16 72.8% 
Program/Budget 52 oes 23 44.23% 
Internal Review ie 9.0% 8 66.6% 
Management Analysis Ig 14.3% iz Ores 
Finance and Accounting 25 18.8% iy 68% 
Force Development 3 2.3% 3 100% 
42. Organizational Behavior Deficiencies of Junior Level DA 

Comptrollers 

Frequency of Mention 
Affirmative *Percent Percent 

A. Staff Procedures SZ 40.5% 2S nto 
B. Leadership 14 17.7% Oe 
C. Personnel Relations Ze 35.4% 20.63% 
D. Management Practices 16 BG, Bs i os 
fe 8eral and Written 34 43.03% 253.0% 

Communication 
F. Common Sense 22 2/.83% Gee 
G. Civilian Personnel 18 22.8% Taso 

Management 
H. Human Behavior and OE** 5 6528 SaaS 
ie Technical Training I Zio L252 
J No Additional Training a aos Oni 

Required 


*Indicates Percent of Individuals Who Replied to Question 
**Organizational Effectiveness 
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E. SUMMARY 

This chapter began with a detailed description of the 
questionnaire sent to DA comptrollers. The questionnaire 
was designed to gather data for testing the validity of the 
Piedger comptrollership model and for obtaining comptrollers' 
comments on and recommendations for minimizing any organiza- 
tional behavior deficiencies exhibited by junior level 
financial managers. The level of measurement, purpose, and 
response bias associated with each set of questions was 
discussed. 

The chapter continued with a detailed description of the 
data analysis plan. The first part of the description focused 
emenow the data relating to the Pledger comptrollership model 
were analyzed to test hypotheses 1 through 9. The second 
Bare OL the description focused on how the comptrollers' 
comments on the organizational behavior deficiencies exhibited 
by junior level comptrollers were ranked in order of importance. 
A summary of how the nine hypotheses were tested and how the 
ranking process was conducted is outlined in Table III-/7. 

The preparation of the raw data obtained from the question- 
naire was conducted using the SPSS. 

Next, the sample selection of 246 CONUS, and USAREUR comp- 
troller organizations to receive the questionnaire was describec. 
A total of 246 questionnaires were mailed, and 136 question- 
naires (55% of the sample) were received and compiled. 

The chapter concluded with the presentation of Tables 


III-9, III-10, and III-11 which summarize responses to che 








questions relating to background information, the Pledger 
comptrollership model and the job preparation of junior level 


comptrollers respectively. 
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IV. RESULTS OF DATA ANALYSIS 


=. UNTRODUCTION 

This chapter presents the results of the data analysis. 
Most, the results of the data analysis pertaining to the 
testing of the Pledter comptrollership model are presented. 
Next, the results of the data analysis pertaining to the 
identification and the ranking in order of importance the 
specific organizational behavior deficiencies of junior level 
Department of the Army (DA) comptrollers are presented. 
Finally, the DA comptrollers' recommendations for minimizing 


these organizational behavior deficiencies are presented. 


Se 2b PLEDGER COMPTROLLERSHIP MODEL 
Poe coueomeor LTeennology/Structure Data Analysis 
a. Hypothesis l 
[iecemeotonl: systematic relationships (1.e., corre- 
lations) between the technological and structural 
variables of DA comptrollership can be detected. 

Appendix E contains a complete listing of all 
correlations between the technology and structure variables 
that exist in DA comptroller organizations. The variables 
that exhibited relatively high correlations are summarized in 
Table Iv-l. 

The number of correlations depicted in Table IV-l 


range from 8 for the overall sample to 0 for the NGB and 


USAREUR subsample. The table indicates whether the correlation 


ve 





TABLE Iv-l 


SUMMARY OF SYSTEMATIC RELATIONSHIPS 
BETWEEN TECHNOLOGY AND STRUCTURE VARIABLES 


A. OVERALL 

Technology 

Routineness of Conversion 
Automation of Conversion 


Seeeuc Quality Control 


Performance Evaluation 


Discretion in Conversion 
oe MELITARY COMPTROLLERS 
Technology 

Automation of Conversion 


Smeput OGuality Control 


ioe Predictability 
ei 1 GLEAN COMPTROLLERS 
Technology 

Routineness of Conversion 
Automation of Conversion 


Omeput Ouality Control 


Performance Evaluation 


Speguet ure Cemmelation 
Hierarchical Levels DER 
Interdependence ils. 
Formalization DIR 
Coordination DIR 
Specialization Pik 
Formalization bie 


Vere1cal Communications.) DIF 


Centralization INV 
Structure Correlation 
Interdependence DIR 
Specialization DIR 
Formalization DIR 
Specialization DIR 
SErucEUre Correlation 
Hierarchical Levels DIR 
SUaiiaG feconer oO. DIR 
Interdependence DIR 
Coordination DIR 


Vertical Communications DIR 


Formalization DIR 


reer 
} 
fo 








TAeES Iy=1 


Peet NANCE OFFICERS 
Reehnnology 

Automation of Conversion 
Performance Evaluation 

Bm NON=-FINANCE OFFICERS 
Technology 

Input Predictability 


a USAREUR 


(CONTINUED) 


DeruecEeure 
Interdependence 


Formalization 


SEructure 


Specialization 


Unable to Perform Partial Correlations 


G. FORSCOM 
Technology 
Automation of Conversion 


ise res10Onm in Conversion 


H.  DARCOM 

Technology 

Automation of Conversion 
Sveput Quality Control 
Performance Evaluation 
ie LRADOC 

Technology 

Sueouce Ouality Control 
Performance Evaluation 
J. NGB 


No Strong Correlations 


Structure 


Interdependence 
Centralization 


Specialization 


Structure 
Sean er Control 
Coordination 


Span or Control 


Structure 


Hierarchical Levels 


Hierarchical Levels 


3 


Correlation 
DIR 


ar 


Corre lacion 


Die 


Correlation 
DIR 
INV 


DIR 


Correlation 
DIR 
DIR 


pin 


Correlation 
DIR 


INV 





TABEE® IV-1 


Pee OLHERS 
Technology 
Complexity of Conversion 
Automation of Conversion 


Performance Evaluation 


(CONTINUED) 


Structure 


Formalization 
Hierarchical Levels 


Vertical Communications 


Correlation 
DIR 
INV 


DIR 








between each pair of variables is direct or inverse. For 
example, Table IV-1l indicates that for the non-finance sub- 
sample there is a direct correlation between input predicta- 
Peeercty and Specialization (1.e., as predictability of inputs 
mmgepeased, the specialization of functions also increased). 
The correlations depicted in Table IV-l provide support for 
Hypothesis 1, since the data exhibit systematic relationships 
between the technology and structure variables existing within 
DA comptroller organizations. 
b. Hypotheses 2, 3, and 4 
Pyeeeiescis 2; DA comptrollership exhibits technological 
Similarities (i.e., fairly standardized products, fairly 
predictable production steps, some unpredictability and 
product variations) to Woodward's "large batch/mass produc- 
tion" type firms and will therefore exhibit correspondingly 
similar structural relationships (i.e., formalized struc- 
ture, administratively organized, clearly defined positions, 
Seat chain Of Command) . 

Table IV-2 contains a listing of the means for 
the variables which measure the technological and structural 
Similarities of DA comptroller organizations to Woodward's 
"large batch/mass production" type firms. Confidence inter- 
vals developed for the means of standardization of inputs 
(2.713), routineness of conversion (3.074), automation of 
Semucustom (3.096) and predictability of inputs (2.596) using 
Bee cese comaucted at the 95% confidence level contained the 
ieeGhestized Mean (1.e., 2.5-3.5). Confidence intervals de- 
veloped for the means of formalization of comptroller organi- 


zation (2.029), subordinates follow standard routines (1.640) 


and specialization of functions (1.868) using a t-test conducted 





TABLE IV~2 


SUMMARY OF VARIABLE MEANS AND BACKGROUND COMPTROLLER 
INFORMATION USED IN TESTING HYPOTHESES 2 THROUGH 4 


Hypothesis 2: 


Beeanoltogical Similarities Variable Means and Background 
Comptroller Information Used 
In Measurement and Support 


Remo eras 


1. Fairly Standardized Standards zationgoheinpues 
Products Mra "Zo SD = .834 
Figure II~2 
2. Fairly Predictable Routineness of Conversion 
Production Steps M= 3.074 SDa= ye so 


Automation of Conversion 
M = 3.096 SDaSe O27 


3. Some Unpredictability Input Predictability 
M = 2.596 SD = _.783 
Routineness of Conversion 
M = 3.074 SD = .785 
4. Product Variations Appendix A 


Structural Similarities 


1. Formalized Structure Formalization of Comp Org 
Mee O 29 SD = .557 
Subordinates Follow Standard 
Routines 
M = 1.640 SD = .986 
2. Administratively Organized Figure II-4 
with Line-Staff Separation 
3. Clearly Defined Positions Specialization von FunceLons 
M = 1.868 SD = .708 
4. Clear Chain of Command Figure II-4 
M = Mean 
SD = Standard Deviation 


IES: 





TABLE IV-2 (CONTINUED) 


Hypothesis 3: 


Technology Variable Means and Background 


Comptroller Information Used 
In Measurement and Support 


Respegeively 


mee well Structured Summation of the Means for 6 
Technology Variables 
M = 2.480 SD = aos 0 
me Lew Variability and Routineness of Conversion 
Few Exceptions <M = Seo 74 SD = 7s5 
Input Predictability 
M = 2.596 SD = 2725 
eee uctune 
1. Centralized Power Held Centralizacion Of Comp org 
By Comptroller ASM = 3 ond SD = 1.086 
2. High Interdependence Interdependence Among Functions 
Among Functions M = 2.419 SDe= 0S 
fee High Coordination Among Coordination Among Functions 
Functions M = 4b:522 SD = 272 


Hypothesis 4: 


Stable Environment 


A 


Little or no Change in Standardization of Inputs 
Technology M = 2.713 SD = .834 
Input Predictability 
Me = 2750 SDr= Fos 
Routineness of Conversion 
M = 3.074 SDP= = 455 
Little or no Change in Figure II-3 


Market Structure 


*Confidence intervals developed for these means did not 
contain the hypothesized population mean (i.e., 1.0-3.5) 


*kConfidence intervals developed for these means did not 


contain the hypothesized population mean (i.e., less 
eiam 2.5) 


ey, 





Pease EY—-Z. (CONTINUED) 


Mechanistic System of Management 


ir 


Reliance on Formal Rules fOEmalizgaclon Of Comp Org 
and Regulations M = 2.029 SD = .557 
Decision Made at the Top Centralizatien Of. Compe, Ong 
of the Organization eM =" re SD = 1.086 
Nammow spans Of Control Spar" Of S@ent rem! 

AXM =~ 352559 Sam «2.200! 
Vertical Communications Vertical Communications 

M = 1.530 SD = 0.630 


**Confidence intervals developed for these means did not 
contain the hypothesized population mean (i.e., less 
ean 2.5) 


Ls 





at the 95% confidence level contained the hypothesized mean 
(~ee., less than 2.5). Therefore, the data do not provide 
eyuadence that Support the rejection of Hypthesis 2. 

The background information listed in Table IV-2 
Pemeaining to the integrated DA comptroller functions (i.e., 
Figure II-2), DA comptroller responsibilities (i.e., Appendix 
eeana COntiguration of DA comptroller organizations (i.e., 
Figure II-4) provides a further indication that DA comptroller 
organizations exhibit technological and structural similarities 
to Woodward's "large batch/mass production" type firms. Spe- 
cifically, comptroller organizations generate fairly standar- 
dized products in the form of budgeting, interval review, cost 
analysis, review and analysis, finance and accounting, and 
Management practices (refer to Figure II-2). Additionally, 
comptroller organizations at the division and installation 
levels of command exhibit some product variations. 

Forvexample, both division and installation comp- 
troller organizations concentrate on budget execution, manage- 
ment analysis activities, internal review, and follow-up action 
on external installation, Army Audit Agency (AAA), and General 
Peeoumtang (GAO) report finding [USAIS, 1978]. However, in- 
Stallation comptroller organizations perform two other impor- 
mamt Lumetions as follows: 1) The finance and accounting 
function and 2) the force development/manpower management func- 
tion (refer to Appendix A). Finally, as evidenced by its 
eerste nical structure depicted in Figure II-3, DA comptroller 


Organizations are administratively organized (1.e., organized 


ei 








by divisions that perform a specialized function such as bud- 
geting or internal review) and have a clear chain of command 
mene., G1V1iSi0n Chiefs, who report directly to the comptroller). 

Peerless 2: The technology of comptrollership in the 

DA is of Perrow's Routine type (well structured/low 

variability and few exceptions) and displays correspond- 

ing structural characteristics (centralized power held 

by comptroller, high interdependence and high coordina- 

tion required among functions within the organization). 

Table IV-2 contains a listing of the means for 

the variables which measure whether the technology in the DA 
is of Perrow's Routine type and is associated with a formal 
centralized type of structure. Confidence intervals developed 
for the combined mean of the six technology variables (2.480) 
p@emcoL the mean of predictability of inputs (2.596) using a 
t-test conducted at the 95% confidence level contained the 
hypothesized mean (1.e., less than 2.5). A confidence inter- 
val developed for the mean of routineness of conversion (3.074) 
using a t-test conducted at the 95% confidence level did not 
Gemeain the hypothesized mean (i.e., less than 2.5). Confi- 
dence intervals developed for the means of interdependence 
among functions (2.419) and coordination among functions 
(22522) using a t-test conducted at the 95% confidence level 
contained the hypothesized mean (1i.e., less than 2.5). A 
confidence interval developed for the centralization (3.574) 
did not contain the hypothesized mean (i.e., less than 2.5). 
Maeretfore, with the exception of routineness of conversion 


ame centaualization, the data do not provide evidence that 


BuIeport the rejection of Hypothesis 3. 
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Hypothesis 4: DA comptroller organizations operate in 
basically stable environments and exhibit mechanistic 
systems of management. 

Table IV-2 contains a listing of the means for 
the variables which measure whether DA comptroller organiza- 
tions operate in stable environments and exhibit mechanistic 
systems of management. Confidence intervals developed for 
Sm@eemeans Of Standardization of inputs (2.713), input predic- 
maellity (2.596), and routineness of conversion (3.074) using 
a t-test conducted at the 95% confidence level contained the 
hypothesized mean (i.e., 1.0-3.5). Confidence intervals de- 
veloped for the means of formalization of comptroller organi- 
Meeton (2.029) and vertical communications (1.530) using a 
t-test conducted at the 95% confidence level contained the 
hypothesized mean (1.e., less than 2.5). Confidence inter- 
vals developed for the means of centralization (3.574) and 
meommoc control (5.859) using a t-test conducted at the 95% 
confidence level did not contain the hypothesized mean (1.e., 
less than 2.5). Therefore, with the exception of centraliza- 
mien and span of control, the data do not provide evidence 
that support the rejection of Hypothesis 4. 

Bie packaround information listed in Table IV=2 
Pemeahemageco the flow of comptroller functions (1.¢., Figure 
/m— 3) prevyide further indication that DA comptroller organi- 
zations operate in stable environments. Specifically, there 
is little or no change in the market structure for DA comp- 
troller organizations. For example, as shown in Figure II-3, 


comptrollers functions are performed primarily at the MACOM, 


ia 








installation and division levels of commands. This hierarchi- 
Seeseruccure fosters a high degree of stability within the 

DA comptroller community, since each comptroller organization 
recognizes the individuals and other organizations it must 
interact with in order to accomplish the mission (e.g., an 
Pistallation comptroller organization will interact with a 
MACOM and possibly division comptroller organization and will 
also interact with certain external agencies such as the Army 
Audit Agency and General Accounting Office). 

Table IV-3 contains two lists as follows: (1) A 
list of frequently mentioned problems experienced by DA comp- 
eeerters Guring their first hundred days on the job. (2) A 
list of the most frequently mentioned statements of advice by 
DA comptrollers regarding the first hundred days on the job. 
The authors' developed these two lists after conducting a con- 
tent analysis of the comptrollers’ responses to questions 38 
mime s9 Lespectively. The criteria for listing a particular 
problem or statement of advice was to have it mentioned by at 
least 10% of the comptroller respondents. The only exceptions 
to this criteria were problem 14 and statements of advice 12 
and 13. Problem 14 was mentioned by five of the nine comp- 
trollers responding from USAREUR. Statement 13 was mentioned 
by two comptrollers from FORSCOM. Statement 14 was mentioned 
by the Deputy Chief of Staff for Resource Management (DCSRM) 
Headquarters TRADOC, Fort Monroe, Virginia. 

Mie following problems {i.e., problems 1, 2, 4 and 


6) and statements of advice (i.e., statements 1-5) mentioned 
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TABEE Diva 


COMPTROLLER PROBLEMS AND ADVICE TO NEW COMPTROLLERS 


PROBLEMS--The following is a list of the most freoquently 
mentioned problems experienced by DA comptrollers during 
their first one hundred days on the job. The authors 
conducted a content analysis of the comptrollers responses 
to question 38 in order to identify the problems listed 
below. The problems are not listed in any particular order. 
With the exception of number 14 the problems listed were 
mentioned by at least 10% of the respondents. 


bes 
23 


nO. 
fd. 
ae 


poe 


a. 


Comptroller terminology. 


Determining relationship with other major staff 
organizations and activities within command. Deter- 
mining the strengths and weaknesses of these major 
staff officers and activity directors with regard to 
their knowledge of financial management matters. 


Determining to what extent the various division chiefs 
(1.e., Chief, Budget Division; Chief, Management 
Division) are able to perform their jobs. 


Determining exactly what was expected of me (il.e., 
What are the commander's goals and objectives for the 
comptroller). 


Determining exactly what the next higher headquarters 
expected of me. 


Comptroller personnel lacked the attitude of providing 
quality service to the command. 


Time management. Identifying those matters most criti- 
cal to successfully accomplishing the mission. 


Oral and written communication with superiors. 
Civilian personnel management. 

Personnel shortages/turbulence. 

Leadership and personnel relations. 


Knowledge of staff procedures within the command and 
with the next higher headcuarters. Familiarization 
with pertinent financial management regulations. 


beeiwor expertise in technical subject areas. Areas 
most frequently mentioned were budget, accounting, and 
manpower management. 


Familiarization with European environment and the 
USAREUR unique aspects of comptrollership (e.g., 
USAREUR peculiar resource management policies, proce- 
dures and activities). 


2.3 





Tage IV=3 (CONTINUED) 


Be ADVICE--The following is a list of the most frequently 
mentioned statements of advice by DA comptrollers re- 
garding the first one hundred days on the job. The authors 
conducted a content analysis of the comptrollers' responses 
to guestion 39 in order to identify the statements of 
advice listed below. The statements are not listed in 
eiveeparticular order. With the exception of numbers 12 
and 13 the problems listed were mentioned by at least 
10% of the respondents. 


1. Learn comptroller terminology ASAP. 


2. Get to know the functions of the other major staff 
organizations and activities. Get to know the other 
major staff officers and activity directors. 


3. Learn functions of the division chiefs within the 
comptroller organization. Determine as quickly as 
possible whether these division chiefs are performing 
their functions in a satisfactory manner. 


4. Learn what the commander and next higher headquarters 
expect of me. Be on the bosses calendar at least once 
a week. 


5. Insist that comptroller personnel develop an attitude 
of providing quality service to the command. 


6. Learn important aspects of civilian personnel manage- 
ment. Schedule meeting with Civilian Personnel 
Officer (CPO) ASAP after assignment. 


7. Develop requisite degree of expertise in the technical 
areas especially budget, accounting, and manpower 
management. 


Listen, ask questions and move slowly to make changes. 


Size up the organization. If the organization is old, 
rigid, and goes strictly by the book, encourage inno- 
vation and new methods. If the organization is new, 
fluid and operating erratically, introduce standard 
operating procedures and strive for a more formal 
SPauececure., 


HOpmeebevelop Skills as an honest broker. 


ll. Establish and maintain credibility with commander 
and next higher headquarters. 


12. Use booklet entitled "The Installation Comptroller" 
and article entitled "The First One Hundred Days" 
by Brigidier General Gudinas. 


13. Use checklist entitled "Advice to New Comptroller/ 
DCSRM In First 100 Days of Assignment. "* 


BEmrowcnecklist was developed by the Deputy Chief of Stari 
Beermhesource Management (DCSRM), Headquarters TRADOC, Fort 
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Monroe, Virginia. The checklist is presented in Appendix F. 
The authors' decision to present the checklist was based on 
two factors. First, the checklist is a comprehensive document 
that contains the managerial and technical information that 
comptrollers must be familiar with in carrying out their 
responsibilities. Second, the checklist is well organized 

and straightforward which makes it a useful tool that comp- 
paemebers Gan Utilize to facilitate the crucial transition 
period of the "first one hundred days" in their new assignment. 





Pieewen two lists Of Table IV-3 provide further indication 
that DA comptroller organizations operate in basically stable 
emetromments (1.e., there is little or no change in the market 
structure for DA comptroller organizations). For example these 
problems and statement of advice reveal that DA comptrollers 
can expect to interact on a regular basis with certain major 
staff organizations within their commands', the comptroller 
Organization from the next higher headquarters, and the divi- 
sion chiefs within their own organizations. The following 
problems (1i.e., problems 5 and 7) mentioned in the first list 
@: Poole ([V~-3 sprovide further indication that DA comptroller 
Organizations exhibit a mechanistic system of management (i.e., 
a system of management characterized by vertical communica- 
Pon anda reliance on formal rules and regulations). For 
example, these problems reveal that DA comptrollers must con- 
duct oral and weitten communication with their superiors and 
be familiar with pertinent financial management regulations. 
PROBLEMS 
1. Determining relationship with other major staff organiza- 

tions and activities within the command. Determining the 

strengths and weaknesses of these major staff officers 

and activity directors with regard to their knowledge of 


financial management matters. 


2. Determining to what extent the various division chiefs 
are able to perform their jobs. 


See cermining exactly what the commander expected of me. 

4, Determining exactly what the next higher headquarters 
expected of me. 

S Oral ana written communication with superiors. 





6. Knowledge of staff procedures within the command and with 
the next higher headquarters. 


7. Familiarization with pertinent financial management 
regulations. 
ADVICE 


imeeecet CO Know the functions of the other major staff 
Organizations and activities. Get to know the other 
MemoGestatt Ofricers and activity directors. 


meereasaerUncCtErOns Of the division chiefs within the comp- 
eeorler Organization. 


3. Learn what the commander and next higher headquarters 
expect Of me. 


4. Listen, ask questions and move slowly to make changes. 


9. Establish and maintain credibility with commander and 
next higher headquarters. 


2. Results of Leadership Data Analysis 


= 


a. Hypotheses 5 and 6 
Peeoenesis 2: DA comptrollers perform both the socio- 
emotional and task related leadership functions within 
their organizations. 


Eieeetecsts 6: DA comptrollers will be higher in the socio- 
emotional dimension than the task related dimension. 


Table IV-4 contains results of the leadership data 
analysis pertaining to hypotheses 5 and 6. The means for the 
Peeto=cometional leadership function range from 2.552 for the 
DARCOM subsample to 3.424 for the OTHERS subsample. The 
means for the task related leadership function range from 
1.443 for the NGB subsample to 3.947 for the TRADOC subsample. 
Confidence intervals developed for all the socio-emotional 
and task related subsample means uSing a t-test conducted at 


the 95% confidence level contained the hypothesized population 


ze 








TABLE IV-4 


SUMMARY OF LEADERSHIP DATA PERTAINING TO HYPOTHESES 5 AND 6 


* MEAN STD DEV 

ma. OVERALL 

Socio-Emotional 2.985 im 599 

Task Related 3, 0neS 1.642 
i MILITARY COMPTROLLERS 

Socio-Emotional SEOs ees 

Task Related Beg 12595 
ce. CIVILIAN COMPTROLLERS 

Socio-Emotional Z2e90)7 lee 8 

Task Related Coy) i oko 
i. FINANCE OFFICERS 

Socio-Emotional Z 200i! 1s Ore 

Task Related Zor WL ABs 
is NON-FINANCE OFFICERS 

Socio-Emotional Seon IES 0S 

Task Related 3.706 (2591. 
Ee. USAREUR 

Socio-Emotional Cn 8 02333 

Task Related Bee 2 Om oor 
Se. FORSCOM 

Socio-Emotional 2893 L397 

Task Related 206 ees a 
A DARCOM 

Socio-Emotional 2a 1.088 

Task Related 2793 13206 
aes TRADOC 

Socio-Emotional She) Inea oO 

Task Related S947 1.779 
on NGB 

Socio-Emotional **2.778 i592 

Task Related ie az 
Ks OTHERS 

Socio-~Emotional Bo 24 20g) 

Task Related Sno Peo 9 








TABLE IV-4 (CONTINUED) 


*Means for the Socio-Emotional and Task Related leadership 
dimensions cay vary between 0 and 12 with 0 showing the 
highest orientation. 


*x*Tndicates those means which are significantly different 
as determined by the students "t" test at the 95% level. 
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ead (1-e-, 0 < x < 8.0). Therefore, the data do not provide 
eyeeence that Support the rejection of Hypothesis 5S. 

A comparison of the socio-emotional and task 
related sample means using a t-test at the 95% confidence 
interval indicates that, with the exception of the NGB sub- 
sample, the two means are not significantly different. 
Therefore, with the exception of the NGB subsample, it cannot 
Bersald that the DA comptrollers exhibit statistically differ- 
ent degrees of socio-emotional and task related leadership 
behavior. The NGB comptrollers are higher in the task re- 
lated dimension than the socio-emotional dimension. 

b. Hypothesis 7 
Pyperiesis 7: On Tannenbaum and Schmidt's continuum of 
leadership behavior, DA comptrollers will utilize a wide 
range (i.e., 5-7 styles) of leadership styles in 
Carrying out their responsibilities. 

Table IV-5 contains results of the leadership data 
analysis pertaining to Hypothesis 7. The means for the num- 
ber of leadership styles comptrollers utilize in carrying 
out their responsibilities range from 5.611 for the NGB sub- 
sample to 6.667 for the USAREUR subsample. Confidence inter- 
vals developed for all the subsample means using a t-test 
conducted at the 95% confidence level contained the hvypothe- 
peeved population mean (1.e., greater than or equal to 5). 
Therefore, the data do not provide evidence that support the 
rejection of Hypothesis 7. 

c. Hypothesis 8 
Hypothesis 8: DA comptrollers will strike a relative 


balance between managerial authority and subordinate 
Beeedoem by utilizing over 50% of time the middle three 
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SUMMARY OF LEADERSHIP DATA PERTAINING TO HYPOTHESIS 7 


HUME ES SOF LEADERSHIP Siyveneo UTILIZED 


* MEAN STD DEV 
OVERALL Seo.) 1 eo. 
MILITARY COMPTROLLERS 5.854 lites. 
CIVILIAN COMPTROLLERS 1013 1 oo.0 
BUNANGE OPP ICERS > 01S 1 ce0 
NON-FINANCE OFFICERS oe0.00 oo 5 
USAREUR Gesbib/ eres O10 
FORSCOM 6 191010 
DARCOM Di o.3 L740 
TRADOC ee oe) Teo29 
NGB Dow Aner ale 
OTHERS G0 50 e425 


* A confidence interval was developed for the means 
uSing the Students "t" test conducted at the 95% 
confidence level. All intervals contained the 
hypothesized population mean. 
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leadership styles depicted along Tannenbaum and 
Schmidt's continuum of leadership behavior. 


Table IV-6 contains results of the leadership 
data analysis pertaining to Hypothesis 8. The percentage of 
utilization means for the middle three leadership styles de- 
picted along Tannenbaum and Schmidt's continuum of leadership 
behavior range from 38.5% for the TRADOC subsample to 52.7% 
for the USAREUR subsample. Confidence intervals developed for 
all the subsample means using a t-test conducted at the 95% 
confidence level contained the hypothesized mean (i.e., greater 
than or equal to 50%). Therefore, the data do not provide 
evidence that support the rejection of Hypothesis 8. 


eos neomor Decision-Making DatagAnalysis--Hypothesis 9 


Hypothesis 9: DA comptrollers use mixed decision-making 
methods as decision-making situations change. 


Table IV-7 contains results of the decision-making 
data analysis pertaining to Hypothesis 9. The predicted uti- 
lization intervals for the rational decision-making method 
range from 15.4%-24.2% for the NGB subsample to 26.4%-43.6% 
for the USAREUR subsample. The predicted utilization inter- 


vals for the organizational processes decision-making method 


ae 


range from 56.4%-60.2% for the USAREUR subsample to 64.4%3-6/7.4 
pemmene TRADOC subsample. The vredicted utilization anter- 
vals for the bureaucratic politics decision-making method 
range from 0.0%-15.2% for the TRADOC subsample to 0.0%-24.3% 
for the NGB subsample. The actual utilization of the rational 
decision-making method ranges from 51.0% for the USAREUR sub- 


sample to 59.9% for the DARCOM subsample. The actual 
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Sl@eaey OF LEADERSHIP DATA PERTAINING TO HYPOTHESIS 8 
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TABLE IV-6 (Continued) 
mean 
PRpenes OFFICERS 
A 4.767% 
B 5.383% 
G 13.433% 
D 5.595% 
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SUMMARY OF DECISION-MAKING DATA PERTAINING 


Paar 1V=7 


fOen aerials 9 


UTILIZATION 

DECISION-MAKING METHOD *PREDECPRED * ACTUAL 
A. OVERALL 

Rational 22.7%--36.5% oe os 

OrganiZational Processes 61 .13=--63.52 Bae s 

Bureaweratic Politics 0.0%3--16. 3% os 
B. MIiBDDARY COMPTROLLERS 

Rational 23.2%--37.2% SO 5 5 

Organizational Processes 61.3%3--62.8% 39506 

Bumeaueratic Politics 0.0%--15.6% 7.9% 
Gc. CiyiEraANneCOMPTROLLERS 

Rational 21.9%--35.3% 569% 

Organizational Processes 60.8%--64.73% Sy. 

Bureaucratic Politics 0.0%--17.33% 8.0% 
De FRANCE SOPEICERS 

Rational 23.13--36.8% SE.0% 

Organizational Processes Pleo sa Go. oie 

Bureaueratic Politics 0.0%--15.43% Gas 
E. ~NONSEPINANCE OFFICERS 

Rational 23.03--37.2% 318. 2% 

Organizational Processes 61.2%--62.8% S205 

Bumeaweratic Politics 0.0%--15.8% ors 


* Relationships were determined by following the procedural 
steps outlined in Table III-6 
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LAS) (CONTINUED) 


Be USAREUR 


fPREDICTED *ACTUAL 

Rational 26.4%3--43.6% 5 1302 

Organizational Processes 56.4%--60.2% S620 

Bureaucratic@Politics 0.0%--16.3% 32 0% 
ce FORSCOM 

Rational 24 .4%--39 .9% 58.8% 

Organizational Processes 59.3%--60.6% 34.4% 

Buecaweratic@Politics re Son meas 6.8% 
H. DARCOM 

Rational 24.0%--39 .4% 59-93% 

Organizationl Processes S07 0s—-—our 1% 232s 

Bureaucratic Politics 0.0%--16.0% om2% 
ie LRADOC 

Rational 20.4%--32.6% Do 0% 

Organizational Processes 64.4%3--67.4% Bi. 3% 

Bureaucratic poeics 0.0%--15.2% LZ s 
J. NGB 

Rational 15 .4%--24.2% Dior 5 

Organizational Processes 60.3%--75.3% Sige & 

Bureaucratic Politics 0.0%--24.3% 7.5% 
ee Oo Lr 

Ractlona | 2A 2a 3) ee 59.6% 

Organizational Processes 62.3%--62.8% 33.8% 

Bureaucratic Politics 0.0%--15.5% 6.6% 


* Relationships were determined by following the procedural 
steps outlined in Table III-6 
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utilization of the organizational processes decision-making 
method ranges from 32.3% for the TRADOC subsample to 36.03 
for the USAREUR subsample. The actual utilization of the 
bureaucratic politics methods ranges from 6.2% for the DARCOM 
subsample to 13.0% for the USAREUR subsample. 

For all subsamples the actual utilization of the 
rational method exceeded its predicted utlization. For all 
Subsamples the actual utilization of the organizational proc- 
esses method was lower than its predicted utilization. For 
all subsamples the actual utilization of the bureaucratic 
politics method was within its predicted utilization interval. 

The relationships described above remained after con- 
ducting a comparison of the mean percentage of actual utiliza- 
tion with the interval established for the mean percentage of 
predicted utilization using a t-test at the 95% confidence 
interval. Therefore, with the exception of the bureaucratic 
politics method, the data do not provide evidence that support 


the rejection of Hypothesis 9. 


eon eaeeARATION OF JUNIOR LEVEL COMPTROLLERS 
Posada onal Behavior Deficiencies 
Data obtained from guestion 42 verified the existence 
of deficiencies in eight major organizational behavior areas. 
Table IV-8 contains the list of these eight organizational 
behavior deficiencies exhibited by junior level DA comptrollers. 
The frequency of mention percentages for the deficiencies 


range from 43.0% for oral and written communication to 6.3% 
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ZABLE IV-8 


ORGANIZATIONAL BEHAVIOR DEFICIENCIES OF JUNIOR 
LEVEL COMPTROLLERS 


FREQUENCY OF MENTION 


AFFIRMATIVE PPERCENT 
Siler r PROCEDURES a 40.5% 
LEADERSHIP 14 Lis 
PERSONNEL RELATIONS 28 35.4% 
MANAGEMENT PRACTICES 16 20.3% 
ORAL AND WRITTEN COMMUNICATION 34 43.0% 
COMMON SENSE a2 210% 
G. CIVILIAN PERSONNEL MANAGE- 18 22 oie 
MENT/ RELATIONS 
HUMAN BEHAVIOR AND OE ** 5 6.3% 
I. TECHNICAL TRAINING len Zo 
NO ADDITIONAL TRAINING 1 oS 


* Percent based on number of individuals who replied to 
question 42. 


** Organizational effectiveness. 





for human behavior and organizational effectiveness (OE). 
The most frequently mentioned organizational behavior defi- 
ciencies include oral and written communication (43.0%), 
Staff procedures (40.5%), personal relations (35.4%), common 
sense (27.8%), and civilian personnel management/relations 
fence tne technical training of junior level comptrollers 
was identified as a deficiency by 21.5% of the comptrollers 
who replied to the question. One (1.3%) comptroller who re- 
plied to the question stated that junior level comptrollers 
required no additional training. 
2. Recommendations 

Table IV-9 contains a comprehensive list of 29 recom- 
mendations of DA comptrollers regarding improvement of the 
training and/or performance of junior level DA comptrollers. 
The recommendations represent the verbatim responses and are 
not listed in any particular order. The subject areas for 
the proposed course mentioned in recommendation number 16 for 


USAREUR personnel are presented in Appendix G. 


D. SUMMARY 

This chapter began with the presentation of data analysis 
results pertaining to the Pledger comptrollership model. 
Specifically, the data analysis results pertaining to the 
testing of Hypotheses 1 through 9 were presented (refer to 
Tables IV-1l through IV-7 and Appendix E). 

The chapter continued with the presentation of the data 


analysis results pertaining to the identification and ranking 
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Abbe ako 


RECOMMENDATIONS OF DA COMPTROLLERS REGARDING 
IMPROVEMENT OF THE TRAINING AND/OR PERFORMANCE OF 


The followl1 


JUNIOR LEVEL DA COMPTROLLERS 


ng are verbatim responses to the following 


question from DA comptrollers: "What are your recommenda- 
tions for improving the training and/or performance of 
junior comptrollers?" This question formed the second part 
of question 42. 
comptrollers to identify any non-technical areas involving 

Army comptrollership that their junior level financial managers 
could have been better prepared to handle. The recommendations 
are not listed in any particular order. 


i. 


iam 


150), 
ie. 
ae 
Ls 


The first part of question 42 asked DA 


MiPebecmyeCenetenollersnip Course (MCC) is a must prior 


to the juni 


Complete tr 


or level comptrollers' first assignment. 


oop duty prior to initial assignment so they 


can go on in the comptrollership field after completion 


Of) Chem Ini€ 


Briefing te 
Peaimang al 
courses. 


Junior leve 
available o 
exchange of 
and from av 


Junior leve 


It is very 
trained to 
service to 
desires of 


1al assignment. 


chniques-organization of briefings, use of 
ds should be an integral part of all advanced 


l comptrollers should take advantage of every 

pportunity to build their job knowledge through 
ideas, learning from the experience of others, 

ailable formal documents and training courses. 


l comptrollers should be finance officers. 


important that junior level comptrollers be 
understand that the Comptroller is to provide 
the staff and as such he must carry out the 

the commander with effective guidance, coordina- 


tion, and follow-up. This applies to the Command Operating 


Puegram, bu 
Gees), = eedb 
aceaoeaice 
reviews. 


Cost/benefi 


Computer tr 
level compt 
as a tool o 


teamieeag in 
Should have 
Tragning in 
Teetmang in 


iecaimrndg 17 


dgets and funding programs, expenditure tar- 
ack reporting to program managers, and the 
of methods and standards studies, and internal 


t analysis training. 


aining and knowledge of data processing. Junior 
rollers must understand basics of automation 
f management. 


Milleary writing. 

served on a Battalion staff. 

PRES . 

DOD/OMB/Congressional Decision Processes 


Civilian Personnel Management. 
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TABLE IV-9 (CONTINUED) 


Finance officers need detail tours in combat arms in 
order to further their understanding of leadership and 
the real purpose of comptrollers and the Army. 


Time Management Training--learn shortcuts of effective 
meetings, staff visits, personnel counseling. 


Although you didn't ask, I believe the most positive 

action possible for improvement of performance of USAREUR 
junior level comptrollers during their first 100 days 

would be to initiate a USAREUR peculiar course for prospec- 
tive comptrollers.” 


Training in the personnel management of minorities. 
Teach union cooperation techniques. 


Two year intern training program for junior level comp- 
trollers. They are employed in every functional area 

and receive on-the-job training (OJT), correspondence, or 
resident) in each area. I have just "graduated" one, an 
engineer officer (21/45), and he is probably the only 
engineer who ever worked as a finance officer, auditor, 
and travel clerk. Upon "graduation" he became a Comp- 
troller in his own right. The feedback is that he is 
doing a super job. Suggest all junior level comptrollers 
Baselemeate in this type of program. 


Junior level comptrollers should serve their first 45 
(comptrollership) assignment as a Division Financial 
Management Officer (DFMO) in a combat division. 


Learn logistics operating systems and their interface 


with Financial Systems (i.e., Standard Army Intermediate 
Logistical Subsystem (SAILS), Division Logistics System 
(DLOGS), Tactical Unit Financial Management Information 
Systems (TUFMIS), Standard Finance Systems (STANFINS), 
Seecmmerlund). @learn how a transaction impacts on all 
systems. Learn interrelationships between the various 
systems. 


Seemuemcoaamning program for junior level comptrollers. 
Six months in Budget, Management, and Force Development 
each. 


Basic 45 MOS Training as follows: (a) There should be an 
Diewmeductory «Course Conducted, for United States Army 
Reserve (USAR) officers newly assigned to 45 MOS positions. 
(b) The course must be two weeks in duration (so the offi- 
cer can attend during an annual training status). 


There should be a course that prepares a junior level comp- 
troller to operate in a tactical unit environment. We 
Weeemeonceodch Division comptrollers about TUFMIS, etc., 
before he takes over the job. 











TABLE IV-9 (CONTINUED) 


25. Civilian education/interests should complement 
comperollersnip. 


26. Teach manpower management. Areas of study should in- 
clude policy, requirements setting process, authoriza- 
tions or allocations and how to obtain, documentation, 
relationship between spaces, forces, and Officer 
Distribucion Plan (ODP). 


27. On the Job Training (OUT) is the key. The 5 week MCC 
or MBA will only help a little--its getting in and 
preparing a budget, doing a TDA, defending an economic 
analysis that counts. 


28. Junior level comptrollers should have a broad general 
background. There are few officers who can hope to be 
ProLsicient in all the areas of comptrollership listed 
AR5-2. Management expertise is more important than 
financial management expertise. 


29. Officers who are going to be comptrollers should start 
as LTs and CPTs and receive considerable technical as 
well as staff training. 


*The DA comptroller from USAREUR who made this recommendation 
also provided the authors with an outline of the subject 
areas for this proposed course. The subject areas for the 
proposed USAREUR peculiar course are presented in Appendix 

G. The authors! decision to present the course was based on 
three factors. First, 5 of the 9 comptrollers responding from 
USAREUR mentioned problems associated with the uniqueness 

of this Overseas command (refer to Section A, problem #14, 
Table IV-3). Second, the authors' belief that this particu- 
lar course might be an effective and expeditious means of 
familiarizing the USAREUR junior level comptrollers with the 
peculiar resource management policies, procedures and activi- 
ties of their command. Finally, the broad general scope of 
the course subject areas appears to be a positive aspect, 
Since the responses to the authors' question 40 indicate 
Ew@aewoos Or the junior level comptrollers from USAREUR occupy 
supervisory positions (e.g., Chief, Program/Budget Division; 
Chief, Management Division; Chief, Internal Review Division; 
Chief, Manpower Management Division). The authors contend 
that this broad general scope of course subject areas would 
be of great benefit to these junior level comptroller super- 
visors who must quickly become familiar with the USAREUR 
baeemerwaceeces Of Comptrollership, in order to provide their 
commands with sound and timely resource management decisions. 
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in order of importance the specific organizational behavior 
deficiencies of junior level DA comptrollers (refer to Table 
IV-8). 

The chapter concluded with the presentation of the DA 
comptrollers' recommendations for minimizing the organizational 
behavior deficiencies exhibited by junior level comptrollers 


(refer to Table IV-9). 
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V. RESULTS, DISCUSSION AND CONCLUSIONS 


eee LNT RODUCTION 

In this chapter both the objectives of this thesis and 
the Pledger comptrollership model are reviewed. Next, the 
results of the data analysis pertaining to the Pledger compo- 
trollership model and the job preparation of junior level 
DA comptrollers are discussed. Then the conclusions and 
recommendations of the thesis are presented. Finally, the 
limitations of the research are discussed and recommendations 


B@EmEMewne Study are presented. 


Beene > OBJECTIVES 

The purpose of this thesis was twofold: First, test the 
waeromey Gr tne Pledger comptrollership model for use within 
Department of the Army (DA). Second, identify and rank in 
order of importance the specific organizational behavior defi- 
ciencies of junior level DA financial managers and develop an 
addendum to Tully and Batiste's proposed practical comptroller- 
ship course (PCC) that could be used to alleviate the 


deficiencies. 


Cee awe OF THE PLEDGER COMPTROLLERSHIP MODEL 

The Pledger comptrollership model was derived by Pledger 
(1980) from several organizational behavior theories. The 
model and these theories were reviewed in Chapter II. The 


Pledger comptrollership model was designed to aid comptrollers 
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Minadmiaiy2ing their Organizations in terms of technology and 
Structure, leadership, and decision-making (refer to Figure 
Ii-6). The analytical results of the Pledger comptroller- 
ship model would guide the comptrollers to take an appro- 


Sriate Course Of action. 


bee hocCUSSION OF DATA ANALYSIS RESULTS 
Pe den tedger Comperollership Model 
aa LeCcnnology and Structure Data 

The correlations depicted in Table IV~-1 (Hypothe- 
Sis 1) reflect the presence of relationships between tech- 
nology and structure variables that exist within DA comptroller 
Organizations. A familiarity with and understanding of these 
relationships could assist the comptroller during the first 
one hundred days of a new asSignment. For example, if the 
Organization is transitioning from a manual to machine operated 
(1.e., increase in automation) conversion process the comp- 
troller should expect an increase to occur in the degree of 
interdependence among different functions within the organiza- 
tion and should take steps to facilitate such a change. This 
course of action by the comptroller would also be appropriate 
if the organization was changing from one particular computer 
software program to another. This type of change process 
occurs in the DA as new and better financial management systems 
become operational. 

The variable means and background information 


listed in Table IV-2 (Hypotheses 2, 3 and 4) reflect the 
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Pieaenee OLweNalLacteristics within DA comptroller organizations 
Pepeaiming to the overall operating environment. For example, 
the overall operating environment within the DA comptroller 
community 1S basically stable (i.e., the environment is char- 
acterized by little or no change in the market structure for 
DO comptroller organizations). A familiarity with and under- 
standing of this characteristic could assist the comptroller 
during the initial stages of a new asSignment. For example, 
if there is a clear lack of coordination between the comptroller 
Organization and other major staff organizations within the com- 
mand, the comptroller should immediately ascertain why and 
then take appropriate action. 

The variable means and background information listed 
in Table IV-2 (Hypotheses 2, 3, and 4) reflect the presence 
of characteristics within DA comptroller organizations per- 
taining to technology. For example, the technology of DA 
comptrollership is characterized by fairly standardized in- 
eiese ana wEeaducts, fairly predictable production steps, par- 
tially automated conversion process, and relatively high de- 
grees of emphasis on output quality control and performance 
evaluation. A familiarity with and understanding of these 
characteristics could assist the comptroller during the initial 
Rea omOteca new assignment. For example, if there is a clear 
Pec sors eomonasiseen OUEpPUL Guality control and performance 
evaluation within the organization, the comptroller should 


immediately ascertain why and then take appropriate action. 
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The variable means and background information 
fustedsine Table Iv=-2 (Hypotheses Pomona 4terefdect the 
presence of characteristics within DA comptroller organiza- 
tions pertaining to structure. For example, the structure 
of DA comptrollership is characterized by a relatively high 
degree of formalization (1i.e., reliance on formal rules and 
regulations), vertical communications, interdependence among 
puMmetlons, COOrdination among functions, and specialization 
of functions. Additionally, DA comptroller organizations 
tend to have clear chains of command and tend to be decen- 
tralized with routine decisions being made by division chiefs. 
Finally, DA comptroller organizations tend to have relatively 
Wee Spans OL control (i.e., 5-6 individuals reporting directly 
to the comptroller). A familiarity with and understanding 
of these characteristics could assist the comptroller during 
the initial stages of a new assignment. For example, if there 
is a clear lack of vertical communications within the organi- 
zation, the comptroller should immediately ascertain why and 
then take appropriate action. 

In summary, the correlations, variable means, and 
background information discussed above provide support for 
the environment and technology/structure components of the 
Pledger comptrollership model. 

b. Leadership Data 
The authors' analysis of data pertaining to the 


imcgavercwal characteristics of the leader is one of the three 
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factors of particular importance that a manager must consider 
in selecting an optimal leadership style. The other two fac- 
tors discussed in Chapter II are the followers and the situa- 
tion. These two factors were not included in the design of 
this thesis, but stand on the merits of the Tannenbaum and 
semmaat (1973) work. 

The data results depicted in Table IV-4 (Hypothe- 
ses 5 and 6) indicate the high degree of concern of DA comp- 
trollers with both mission accomplishment (i.e., task related 
orientation) and subordinate well-being (1i.e., socio-emotional 
Orientation). The data results depicted in Table IV-5 (Hypothe- 
Sis 7) indicate that DA comptrollers utilize a numger of dif- 
ferent leadership styles as the situations and pressures change. 
The data results depicted in Table IV-6 (Hypothesis 8) indi- 
cate that DA comptrollers maintain a relative balance between 
managerial authority and subordinate freedom. These results 
pertaining to Hypothesis 8 are not unexpected in view of DA 
comptrollers' high degree of socio-emotional and task related 
leadership behavior. The large utilization percentage for 
leadership style G (refer to Table IV-6) is not unexpected in 
view of the relatively high amount of discretion (refer to 
Table III-10, question 26) which is held by lower levels within 
DA comptroller organizations and the tendency of these organi- 
zations to be decentralized with routine decisions being made 
by division chiefs. 

In summary, both the data analysis results per- 


Swa@enceeo, tie individual characteristics of the leader and 
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Bese scuUsslomeinm cmapter Il = pertaining to the followers and 
Situations provide support for the leadership component of 
the Pledger comptrollership model. 
c. Decision-Making Data 

The relationships depicted in Table IV-7 (Hypothe- 
Sis 9) between particular decision-making methods and their 
predicted and actual utilization indicate that, with the ex- 
@eecion Of bureaucratic politics, there is little correspondence 
between decision-making situations encountered by DA comp- 
trollers and their choice of a particular decision-making 
method (1i.e., that is DA comptrollers use mixed decision-making 
methods as decision-making situations change). For example, 
for all subsamples the actual utilization of the rational 
method exceeded its predicted utilization and the actual uti- 
lization of the organizational processes method was lower than 
its predicted utilization. Nevertheless, when a decision- 
making situation arises in which a DA comptroller does not 
know what method to employ, the Pledger comptrollership model 
can be utilized to assist in selecting an appropriate decision- 
making method (refer to Section A, Table III-6). For example, 
Memene Stetation 1S a Crisis (1.e€., high threat, short time 
fuze, and no warning), there will be no time to successfully 
employ the rational decision-making method. The most likely 
response would be to follow SOPs, satisfice, or try a solution 
which has worked in the past which are examples of the organi- 


Zational processes method [Pledger, 1980]. 





eso Separate lon or sunior Level Comptrollers 


After identifying and ranking in order of importance 
the organizational behavior deficiencies of junior level DA 
comptrollers (Table IV-8), evaluating the comptrollers' 
recommendations regarding improvement of the training and/or 
performance of junior level DA comptrollers (Table IV-9), and 
evaluating the comments of Commander (CDR) Edwin Fincke, USN 
and Colonel (COL) William Graham, USA (Appendix H), the authors 
developed an addendum to Tully and Batiste's (1980) proposed 
PCC. The purpose of the addendum is to alleviate the main 
Organizational behavior deficiencies exhibited by junior level 
comptrollers. The subject areas and related instructional 
hours for the proposed PCC addendum contains relevant organi- 
zational behavior information and material that will better 
prepare the new junior level financial manager for duties within 
the DA comptrollership field. The course material listed in 
the addendum is designed to alleviate some of the most common 
organizational behavior deficiencies exhibited by junior level 
DA comptrollers. Specifically, these organizational behavior 
deficiencies are oral and written communication, staff proce- 
dures, and civilian personnel management/relations. The course 
material also includes a two hour block of instruction on the 
Pledger comptrollership model. The course material does not 
include any instruction on common sense, even though 27.1% of 
the comptrollers responding to question 42 identified it as a 
deficiency exhibited by junior level comptrollers. This deci- 


Sion was based on the authors' belief and comments from some 
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of the comptroller respondents that common sense is not some- 
Pienominalvicduals an learn in a classroom, rather it is a 
trait that individuals develop as a result of experience. 

Tec etechnicalstraiming OL junior level comptrollers 
was identified as a deficiency by a substantial number of the 
comptrollers who replied to the question. This finding pro- 
vides further support for the research of Tully and Batiste 
which identified a specific need for improving the technical 
skills of junior level comptrollers. Tully and Batiste, 
and Graham (1981) suggest that implementation of a comptroller 
intern program within each of the DA commands is one course 
of action that can be taken to improve the technical skills 
of junior level financial managers. Support for this sugges- 
tion also came from one comptroller respondent who implemented 
a successful two year intern training program for junior level 
comptrollers (refer to Table IV-9, recommendation 19). 

Five comptrollers responding from USAREUR mentioned 
problems associated with the USAREUR unique aspects of comp- 
trollership (e.g., USAREUR peculiar resource management poli- 
cies, procedures and activities) (refer to Table IV-3). The 
Soneeeolle, rom the DA’s 3rd Infantry Division, LTC Quinn, 
mentioned that the most positive action possible for improve- 
ment of performance of USAREUR junior level comptrollers during 
their first 100 days would be to initiate a special course 
feereemeoutaole £7=9). LPC Ouinn's budget officer, Major 
Plowden, provided the authors with an outline of the subject 


areas for this proposed course. The subject areas for this 
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proposed USAREUR peculiar course are presented in Appendix 

G. The authors' decision to present the course as an appen- 
dix was based on three factors. First, as previously dis- 
cussed, five of the nine comptrollers responding from USAREUR 
mentioned problems associated with the uniqueness of this 
Overseas command. Second, this particular course may be an 
effective and expeditious means of familiarizing the USAREUR 
Junior level comptrollers with the special resource management 
policies, procedures and activities of their command. Finally, 
the broad general scope of the course appears well suited for 
USAREUR junior level comptrollers who in most instances are 
serving in supervisory positions (e.g., Chief of Program/ 
Budget Division, Chief of Management Division, Chief 

of Internal Review Division, Chief of Manpower Management 


DayiSion). 


E. CONCLUSIONS AND RECOMMENDATIONS 
Pome eager COoMmpcrollersnip Model 

Based upon results of the data analysis the Pledger 
comptrollership model iS appropriate for use by DA comptrollers 
Mme mttatrng the Crucial transition period of the "first 
one hundred days" in a new assignment. The authors recommend 
that the DA adopt the Pledger comptrollership model for icb 
Orientation use within the comptroller community. The DA 
should begin teaching the Pledter comptrollership model to 
students attending the Military Comptrollership Course (MCC) 


Seesereesenjamin Harrison, Indiana. The Pledger comptrollership 





model should be incorporated into the MCC. program of instruc- 
tion (POI) as a permanent block of instruction. 
2. YOD Preparation Of Junior Level DA Comptrollers 

Junior level DA comptrollers exhibit deficiencies in 
eight organizational behavior areas (refer to Table IV-8). 
Oral and written communications, staff procedures, personnel 
relations, common sense and civilian personnel management/ 
relations were the most frequently mentioned areas in need 
of improvement. In order to alleviate these deficiencies, 
the authors recommend that the DA adopt and institute the 
addendum to Tully and Batiste's proposed PCC. This 24 hour 
proposed PCC addendum is presented as Appendix J. 

Junior level DA comptrollers exhibit deficiencies in 
the technical skill areas of comptrollership. In order to 
alleviate these deficiencies, the authors recommend the 
potlewing two Courses of action. First, the DA should adopt 
and institute Tully and Batiste's proposed PCC. This 95 hour 
proposed PCC is presented as Appendix I. Second, commands 
within the DA should implement their own comptroller intern 
training programs. These programs should be tailored to the 
needs of both the command and the junior level DA comptrollers. 


F. LIMITATIONS OF AUTHORS' RESEARCH AND RECOMMENDATIONS FOR 
BUG RE oLUDY 


1. The Pledger Comptrollership Model 
The data pertaining to the Pledger comptrollership 
model was analyzed as a total sample and by the 10 subsamples 


listed in Table III-4. This analysis could be expanded to 
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include additional subsamples such as educational level of 
the comptroller, experience level of the comptroller, and 
size of the command. This type of analysis would provide 
additional information about the effects of the particular 
characteristics of the comptroller or the command on the 
comptroller organization itself. 

The leadership questions were structured to provide 
a self-report of the degree to which DA comptrollers perform 
both the socio-emotional and task-related leadership functions. 
As discussed in Chapter III, social desirability response 
bias is possible with these questions, since they tend to 
provide the opportunity for comptrollers to show themselves 
as completely effective and empathic managers. Division 
chiefs (i.e., budget chief, management chief, internal review 
chief, finance and accounting chief, and force development 
chief) could be asked to assess the degree to which DA comp- 
trollers perform both the socio-~emotional and task related 
leadership functions. This information might provide a more 
unbiased assessment of the degree to which DA comptrollers 
perform both the socio-emotional and task related leadership 
munceLOnS . 

The questionnaire sent to the various DA commands con- 
tained a separate question for both the decision-making situa- 
tions encountered and the decision-making methods used by DA 
Sotmeeeellerssin Carrying out their responsibilities. These 
evemauesetons provided the data to conclude, with the excep- 


Prenmoretie Dureaucratic politics method, that DA comptrollers 
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use mixed decision-making methods as decision-making situa- 
tions change. However, the data did not permit the authors 
to directly link the various decision-making methods with the 
various decision-making situations. A direct linking is possi- 
ble if the list of situations and list of methods are consoli- 
dated into one question. For example, for each situation the 
respondents would indicate those methods used in making deci- 
sions concerning their organization and command. This method 
would provide more detailed decision-making information. For 
example, for those situations associated with the rational 
method (e.g., innovative, inertia and deliberative decision- 
making situations) there would be a breakout of how often the 
comptroller used the rational, organizational processes, and 
bureaucratic politics decision-making methods. For those 
Situations associated with the organizational processes method 
(e@.g., circumstantial, routine, crisis, reflexive, adminis- 
trative, possibly innovative, and possibly deliberative decision- 
making situations) there would be a breakout of how often 
the comptroller used each of the three decision-making methods. 
For those situations associated with the bureaucratic politics 
method (e.g., possibly crisis and possibly reflexive) there 
would be a breakout of how often the comptrollers used each 
of the three decision-making methods. 

The authors recommend testing the Pledger comptroller- 
ship model in other uniformed services such as the United 
States Marine Corps (USMC), the United States Coast Guard 


(USCG), and the United States Air Force (USAF). The purpose 





of such testing is twofold: One, determine the applicability 
of the model for use within the USMC, USCG and USAF. Two, 
conduct a comparison of the organizational behavior aspects 
associated with each of the uniformed services (i.e., Depart- 
ment of the Navy (USN), DA, USMC, USCG and USAF). 

Zee Ooo Berararion Of Junior Level Comptrollers 

A detailed investigation of the unique problems en- 
countered by junior level DA comptrollers in USAREUR was not 
part of the original design of this thesis. However, based 
on the information provided by the USAREUR comptroller respon- 
dents, it 1S apparent that junior level comptrollers in USAREUR 
face the additional challenge of quickly grasping the unique 
resource management policies and procedures of this overseas 
major command (MACOM). 

The authors recommend that the DA conduct a more de- 
tailed research effort to determine those specific resource 
management policies and procedures that must be understood 
by USAREUR junior level comptrollers if they are to effec- 
tively carry out their responsibilities. Following identifi- 
cation of these specific resource management policies and 
procedures the DA should devise a course similar to the one 
presented as Appendix G. The purpose of such a course would 
be to improve the performance of USAREUR junior level comp- 
trollers during the first one hundred days of their new 
assignment. Finaliy, the authors recommend that one or two 
DA financial management graduate students develop the civilian 
personnel relations case study that is part of the 24 hour 


proposed PCC addendum (refer to Appendix J). 
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G. SUMMARY 

This thesis began with an overview of the DA comptroller 
community and a review of the literature associated with the 
components of the Pledger comptrollership model. The thesis 
continued with a discussion of the research methods used in 
identifying the specific organizational behavior deficiencies 
of junior level DA comptrollers and testing the Pledger comp- 
trollership model. This included a detailed description of 
the questionnaire, data analysis plan and data preparation 
process. The thesis concluded with the presentation and 
discussion of the results of the data analysis pertaining to 
the Pledger comptrollership model and the job preparation of 
junior level comptrollers. The results indicated that the 
Pledger comptrollership model is appropriate for use by DA 
Seiersollers Im facilitating the crucial transition period of 
the "first one hundred days" in anew asSignment, and that 
junior level DA comptrollers exhibit deficiencies in eight 
organizational panealoe areas. Based on these results the 
authors' recommended that the DA follow two courses of action. 
First, the DA should adopt the Pledter comptrollership model 
for job orientation use within the comptroller community. 
Second, the DA should adopt and institute the 24 hour proposed 


PCC addendum presented as Appendix J. 





APPENDIX A 


COMPTROLLER RESPONSIBILITIES 


The following is a description of the Department of Army 
(DA) comptroller responsibilities at the division, installa- 


tion and Major Command (MACOM) levels of command. 


Division Comptroller. This individual focuses upon budget 
execution, simple management analysis activities, internal 
review, and follow-up action on external installation, Army 
Audit Agency (AAA), and General Accounting Office (GAO) re- 
port findings [USAIS, 1978]. The division comptroller uses 
the internal review capability to monitor the Finance Account- 
ing Office (FAO). Unliquidated balances, accounts receivable, 
cash controls, timing of travel claims, and the processing of 
vendor's invoices for payments are some areas within FAO that 
receive close attention and undergo periodic reviews [USAIA, 
1978]. Division comptrollers have found themselves working 
more frequently with Brigade and Battalion commanders in order 
to better support and justify operating budget requests [USAIA, 
1978]. This interaction with lower level commanders is particu- 
larly prevalent in armored and mechanized units. These units 
require a great deal of advance financial planning because 


they are costly to operate in terms of fuel and repair parts. 


Piewcoelatron Comptroller. This individual also concentrates 


on budgeting, accounting, management analysis, internal review 
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Piemstatistiecal reporting. Additionally, the installation 
comptroller's office prepares and issues directives and proce- 
Gures essential for the preparation of budget estimates and 
Studies. The comptroller provides the authority for the 
utilization of financial resources and conducts budget analy- 
Sis for the interpretation of resource utilization and obli- 
gation rate trends. The comptroller's office also accumulates, 
records, and presents statistical data which identifies manage- 
ment deficiencies; and it maintains surveillance over the 
Pimicteratavye control and utilization of funds. Finally, the 
office insures the collection of necessary data to facilitate 
budget execution, reviews the major activity budget execution 
reports and insures the continuous compatibility between con- 
sumers fund budgets for stock fund items and the Army Stock 
Fund Budget [USAIA, 1978]. In summary, the installation comp- 
troller's most important and time intensive role involves the 
management of the budget development and execution process 


MUSATA, 1978). 


MACOM Comptroller. This individual has basically the same 





duties and responsibilities as are found at the installation 
level. Additionally, the MACOM comptroller must be concerned 
with the establishment and maintenance of favorable informal 
relationships between the MACOM office, DA, and subordinate 
Maoeabiatevon comptroller offices. Providing assistance to 
the installations and monitoring their compliance to command 


directives is an important task of the MACOM comptroller 
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office. Maintaining close contact with the installation 
comptrollers should be a priority for a MACOM comptroller. 
This contact facilitates accomplishment of the year-round 


budget preparation and execution process [USAIA, 1978]. 
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APPENDIX B 


LEADERSHIP STYLES AVAILABLE 


The following is a description of the seven leadership 
styles depicted along Tannenbaum and Schmidt's continuum of 
leadership behavior (refer to Figure II-14), as quoted from 
"How to Choose a Leadership Pattern," Harvard Business Review 
(May-June 1973) by Robert Tannenbaum and Warren H. Schmidt. 


1. The Manager Makes the Decisions and Announces It. In 

this case the boss identifies a problem, considers alternative 
solutions, chooses one of them, and then reports this decision 
to his subordinates for implementation. He may or may not 

give consideration to what he believes his subordinates will 
think or feel about his decision; in any case, he provides 

no opportunity for them to participate directly in the decision- 
Making process. Coercion may or may not be used or implied. 


2. The Manager "Sells" His Decision. Here the manager, as 
before, takes responsibility for identifying the problem and 
arriving at a decision. However, rather than simply announcing 
it, he takes the additional step of persuading his subordinates 
to accept it. In doing so, he recognizes the possibility of 
some resistance among those who will be faced with the deci- 
Sion, and seeks to reduce this resistance by indicating, for 
example, what the employees have to gain from his decision. 


elem atiagemermesencs His rdeas, Invites Ouestions. Here 
the boss who has arrived at a decision and who seeks acceptance 


of his ideas provides an opportunity for his subordinates to 
Sereaenulter explanation Of his thinking and his intentions. 
After presenting the ideas, he invites questions so that his 
associates can better understand what he is trying to 
accomplish. 


4. The Manager Presents A Tentative Decision Subject To 
Change. This kind of behavior permits the subordinates to 
exert some influence on the decision. The initiative for 
identifying and diagnosing the problem remains with the boss. 
Before meeting with his staff, he has thought the problem 
Mie maimanewarr ved at a decision-~but only a tentative one. 
Before finalizing it, he presents his proposed solution for 
the reaction of those who will be affected by it. 


ee Seemcmagen Poesents The Problem, Gets Suggestions, and 


Prete iees ls Decislton. “Up £O this point the boss has come 
before the group with a solution of his own. Not so in this 
case. The subordinates now get the first chance to suggest 
solutions. The manager's initial role involves identifying 
the problem. 


LoS 





weeevemmanager Detines The Limits and ReGuUes eon tne Group EO 


Make a Decision. At this point the manager passes to the group 
(possibly including himself as a member) the right to make 
decisions. Before doing so, however, he defines the problem= 
to be solved and the boundaries within which the decision 

must be made. 


eelicm anager Permits the Group to Make Decisions Within 


Prescribed Limits. This represents an extreme degree of group 
freedom only occasionally encountered in formal organizations, 
as, for instance, in many research groups. Here the team of 
managers or engineers undertakes the identification and diag- 
nosis of the problem, develops alternative procedures for 
solving it, and decides on one or more of these alternative 
solutions. The only limits directly imposed on the group by 
the organization are those specified by the superior of the 
team's boss. If the boss participates in the decision-making 
process, he attempts to do so with no more authority than any 
Other member of the group. He commits himself in advance to 
assist in implementing whatever decision the group makes. 
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PeEENDLX C 


DECISION-MAKING PROPOSITIONS 


Mice rollowingeis a lise Of propositions that Pledger pre- 
sented to indicate actions which result from the three situa- 
tional dimensions of threat, time fuze, and awareness. 
Propositions 1-10 have been verified and supported by Charles 
F. Hermann [Hermann, 1971]. Propositions 11-16 are assumptions 
made by Pledger (1980) and based on characteristics of the 
rational, organizational processes and bureaucratic politics 


decision-making methods. 


Poeommaromace!Sions (1.e€., high threat, short time, surprise) 
engage more individuals than non-crisis decisions. 


2. In crises, the number of alternative solutions to the 
Situations that will be identified by the decision 
makers will be reduced. 


3. As threat increases, decision time becomes steadily 
more important in determining how many alternatives 
will be considered. 


4. The longer the decision time, the more alternative 
courses of action are considered. 


5. In a crisis aS opposed to a non-crisis situation, 
decision makers tend not to make distinctions between 
the involvement of a personal and organizational threat. 


6. Under conditions of high threat and limited time, deci- 
sion makers become too pressured to discriminate between 
alternatives. 


Vomewaene careat remains minimal, the amount of available 
time makes little difference in the number of alterna- 
tives discussed. 


8. When considerable decision time exists, decision makers 
tend to enumerate more alternative proposals in situa- 
Elems that Occur as a surprise than in situations that 
emerge after a warnince. 


9. The greater the extent to which an event is anticipated, 
the stronger the emotional reaction when the event occurs 
(especially when reaction time is minimal). 
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The greater the crisis, the greater the propensity 
to supplement information about the objective state 
of affairs with information drawn from past experience. 


The rational process, due to its nature of alternative 
generation and analysis, will take more time than the 
two non-rational methods. 


The rational process will tend to be utilized more in 
Situations which lend themselves to alternative 
generation and analysis. 


Non-rational decision-making methods will dominate 
Situations with short time fuzes for the following 
reasons. These situations tend to create stress within 
the decision-maker which results in (1) repetition of 
prior responses regarded as successful, (2) perception 
of fewer alternatives available, (3) zero sum (black/ 
Wilee) thinking. 


The practices of satisficing and development of SOPs 
are useful in situations where decisions must be made 
with a short time fuze. 


SOPs and uncertainty avoidance might be used when there 
exists a high threat to the decision maker or the 
organization. 


If a decision maker is prone to making decisions based 
on personal emotions or ambitions, he/she will most 
likely do so in situations of a high threat nature with 
a short time fuze. The high threat to the decision 
maker will involve a self-protective reaction. The 
short time fuze allows the decision to be made without 
outside input or approval. 
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APPENDIX D 


QUESTIONNAIRE 


Please list your organization and its specific location 


To what Major Command is your organization assigned (e.g., 
FORSCOM, TRADOC, USAREUR, Health Services Command?) 


Please record your autovon telephone number 


a 


Designate whether you are military or civilian. 
Widteis your tank or GS rating? 


PL ltednyp, swat 1S your primary specialty? 
and secondary specialty? 


If civilian, what is your specialty code? Number and com- 
plete nomenclature please 


Pome ieseyOuUrorirst: tour Of duty as the comptroller of an 
organization? 


If military, how many tours of duty have you had within the 
45 specialty area prior to this current assignment? 


ieee meeadry, was your last tour of duty (1.e., your tour 
of duty immediately prior to this current assignment) 
Within the 45 specialty area? 


How long have you been in your current assignment? 
(Mo) 


What is your highest educational degree and major? 
(Ex. MS in financial management, BS in engineering, etc.) 


Reammncaemeamlege, University or institutiom did you re- 
ceive you highest educational degree? 


Approximately how many personnel are assigned to your 

Dave iemlrr Command? (i.e€., 1£f you are the comptroller for 
the 2nd Armored Division, please record the total number 
of personnel in the Division.) 


oy 
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eZ. 


PS 


Approximately how many personnel are assigned and attached 
EO your Cemiptroller organization? 


How many personnel report directly to you? 
How many hierarchical levels (e.g., levels of supervisors 


and/or managers) are there in your comptroller organization? 


To whom in the command do you have reporting responsibility? 


Please circle the most appropriate answer to each of the 





following questions. Questions 14-28 relate to structure and 


Hay 
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PCr. 


CSS mee ee 


At what organizational level are command financial decisions 
made within your organization? 


i 2 3 4 5 
At the C.O. level At the comptroller 
only with little levelyi(G.0. rcub— 
advice from the ber stamps). 
comptroller. 


At what level are routine decisions made internal to the 
comptroller organization? 


1 2 3 = 5 


fe the comptroller At the lowest level 
level only. in the organization. 


To what extent are written procedural rules and regulations 
followed within the comptroller organization (concerning 
functional procedures such as budgeting, internal review, 
cost analysis)? 


1 2 5 4 5 
Rules strictly Rules seldom if 
followed always. ever followed. 


How do you perceive the freedom and amount of upward com- 
Meunveation within the comptroller organization? 


1 Z 3 - 5 
Hach Very litcle;. 15 
any. 

How dependent upon one another are the different functions 
(e.g., budgeting, internal review, cost analysis) within 
Ene cCOoMmecLOoller organization? 

1 Z 5 - 5 

Very dependent. Not eft all. 
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HOWwemMeertant 1S Coordination among the different. func- 
Mm~oOneawlthean yeur comptroller organization? 


i Z 3 4 5 
Very important. Not at all. 


How specialized are the various functions (e.g., budgeting, 
internal review, cost analysis) within the comptroller 
organization? 


i Z G 4 5 
Highly specialized. Not at all. 


How routine would you say the various functions are within 
Eicmeconsurol leraorgani zation? 


1 2 5 4 5 
Very routine. NOt ateall: 
How standardized would you say the inputs (e.g., informa- 


tion, materials, knowledge) to the individual job func- 
tions are within the comptroller organization? 


i 2 3 4 5 
Highly standardized. N@mwmecar. a1 1. 


How predictable would you say the inputs are to the vari- 
Micmgooeruneelons wrentm the comptroller organization? 


I 2 5 4 5 
Very predictable. N@tewat a ime 


How complex are the operations of the comptroller 
organization taken as a system? 


al 2 5 4 5 
Highly complex. Not at all. 


How much automation exists regarding the operations of 
the comptroller organization? 


i 2 3 ~ 5 
Aimest seorally Very little 1f 
automated. any automation. 


How much discretion do the people within your comptroller 
Snganazacion have regarding the conduct of their jobs 
ec, ieurs, methods, output) ? 


1 2 5 4 5 
Pocghwmeadiscretion. becrelc yy Livany. 


Is there much emphasis within your comptroller organiza- 
PrOumGancernang quality control of individual output? 


1 2 3 - 5 


Much emphasis. late beer any 


Ge? 





28. Is employee/subordinate performance feedback emphasized 
within your comptroller organization? 


it 2 3 = 5 


Always. Never. 


See ee peomen2)- 34 Srellate to leadership. Please circle the most 
perpucoetae= alswere lO “cachmort these six questions. 


a 


29. Are you willing to make changes? 


0 il 2 = 4 
Always Often Occasionally Seldom Never 
30. Do you put suggestions that are made by people in your 
Wenn Group into operation? 
0 1 2 2 4 
Always Often Occasionally Seldom Never 


31. Do you treat all people in your work group as your equal? 


0 i 2 3 4 
Always Often Occasionally Seldom Never 
32. Do you see to it that people in your work group are 
working up to their capacities? 
0 i 2 3 4 
Always Often Occasionally Seldom Never 


Pee loevOuUTadsk that your subordinates follow to the letter 
standard routines handed down to you? 


0 1 2 3 - 

Always Often Occasionally Seldom Never 
34. Do you emphasize to your subordinates the meeting of 
deadlines? 

0 al 2 3 = 
A great Gystaig IL, To some COMpalba- NOL at 

deal much degree tively ala 

oaetee 


P55) She tolLeving is a list of seven different leadership 
Styles. In the blanks to the right try to list the 
approximate percentage of time you utilize each of the 


seven leadership styles. (Try to make the %'s equal 100%.) 
Ped@ome ie. style 3 
a. Manager makes decision and announces it. 


b. Manager "sells" decision. 


c. Manager presents ideas and invites 
questions. 
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(Continued) 


heacdership Sry. ec % 


dad. Manager presents tentative decision 
subject to change. 


e. Manager presents problem, gets sugges- 
tions, makes decision. 


f. Manager defines limits; asks group 
to make decision. 


g. Manager permits subordinates to function 
within limits defined by superior. 


Questions 36 and 37 relate to decision making. Please read 


Pieworwescions Carefully before answering. 


BO. 


oy 


The following is a list of situations in which decisions 
sometimes must be made. In the blanks to the right, try 
to list the approximate percentage of the time you make 
decisions in each type of situation. (Try to make the 
*'s equal 100%.) 


Type of Threat to Time Your aware- & 
Situation your per- ieee ness ahead 
formance as of time 
eomecnoller 
a. Crisis Baugh Sens = Surprise 
De lnRovative High Extended Surprise 
Ge inertia Low Extended Surprise 
Pee eae um 
stantial Low Salona e Surprise 
e. Reflexive High Seite Anticipated 
Delibera- 
tive High Extended Anticipated 
Goeneucine Low Extended Anticipated 
h. Adminis- 
trative Low Short Anticipated 


From the following list, check at least six words/phrases 
which pertain to the process you use as the Comptroller in 
making decisions concerning your organization and the 
command. 


unitary decision maker 
follow SOP/regulations 
personal interests 


prefer incremental change to current policy rather 
macateracdied echiange 1f possible 


uae 





By . 


Bo. 


Shee 


(Continued) 
state the objective 
develop alternatives 
sell the decision to the commander 


divide problem into factors to be divided among 
sub-units in the organization 


analyze each alternative (e.g., economic analysis, 
cost/benefit, etc.) 


effect of decision on my own career 
usually pick first acceptable alternative 
list assumptions concerning alternatives 


pick alternative which provides feedback 


Briefly list those areas which gave you the most problems 
during your first hundred days in your present assignment 
as a comptroller. Please expound upon what you feel 
caused the problems. These problems can be of a technical 
f-meeye ee mo, COSt analysis) or non technical (e€.g., per- 
sonnel relations, staff procedures) nature. 


Do you have any advice for the new comptroller with regard 
to the first hundred days of the assignment? (This is 

the first area where you can help me the most. Use back 
of this page if necessary.) 


}— 
~J 
tO 





Euledsewanswer the followingequestions which pertain to 





military officers in your comptroller organization serving 


40. 


aol. 


a 


mm emerge mr 


emi een mmm mp i 


How many military officers in your comptroller organiza- 
tion are serving their first tour in the comptrollership 
Specialty (i.e., the 45 specialty area)? 


For all officers indicated in Question #40 above, please 
meseeche actual duty position they currently occupy and 
whether it is a supervisory position or not. 


lst Officer 
Zmer OLficer 


Piecmotfrcer 
Aaaitional Officers 


Ame there any non-technical areas involving Army comptroller- 
ship that you feel your military subordinates, serving 

their first tour within the 45 specialty area, could 

have been better prepared to handle? If so what are they 

and what are your recommendations for improving the train- 





ing and/or performance of these junior comptrollers. (This 
is the other area where you can help me the most.) (Use 
the back of this page if necessary.) A "non exhaustive" 


list of organizational behavior areas is given below for 
Beremence . 


1. Staff procedures Sa Oral and written 
communication 

¢. Leadership 6. Common sense 

3. Personnel relations Jee Ocher 


4, Management practices 
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PEPE N DIX 


ADVICE TO NEW COMPTROLLER/DCSRM 
IN FIRST 100 DAYS OF ASSIGNMENT 


This checklist was developed by the Deputy Chief of Staff 
for Response Management (DCSRM), Headquarters TRADOC, Fort 
Monroe, Virginia. The authors decision to present the check- 
Miet was Dasea On two factors. First, the checklist is a 
comprehensive document that contains the managerial and techni- 
cal information that comptrollers must be familiar with in 
carrying out their responsibilities. Second, the checklist 
1s well organized and straightforward which makes it a useful 
tool that comptrollers can utilize to facilitate the crucial 
Eransit tem Perlod of the “first one-hundred days” in their 
new assignment. 

Eee GENERAL: 


Meus ae va manager . 
2. Assess strong and weak points of your organization. 


Get to know well those you support and those who 
SupeOre you. 


Pay attention to what your boss says. 
Don't reorganiZe. 


Don't allow your subordinates to pass you the "monkey." 
(i.e., encourage subordinates to present alternative 
solutions, with advantages and disadvantages, for 

their problem.) 


[ ec eao ish rapport with the local CPO (learn the CPO) 
language, procedures, channels. 


8. Secure the confidence of your Command Group. 


9. Assess the Capabilities of your people. Determine 
those that can run with the ball and those that need 
some supervision. 





MANAGEMENT ANALYSIS: 


ie 


4. 


the 


Zs 


Conguece agdetaibedmanalysis of current Situation to 
ime lude: 


a. Financial management processes in effect. 
b. Viability of PBAC and Working PBAC 
c. Commander's management indicators and methods. 


Insure that the commander and staff are knowledgeable 
in financial management applications; if not, con- 
duct awareness training. 


Insure real time review and analysis established, if 
not implement. 


Insure there is a financial management improvement 
program on-going; if not, implement. 


BUDGET: 


Is there a phased obligation plan for the current year 
to measure actual execution? 


Is there a listing of your current most urgent fund 
requirements, along with a plan if resources don't 
materialize. 


Is there a plan for a windfall funds-capability to 
Sooo Om set MOLICS, along with a convincing 
description of the benefits to be derived from their 
accomplishment? 


Clearly assign budget analyst responsibilities; l.e., 
PEeGranmemsreccor, Magh priority projects/actions. 


Establish effective communication with higher head- 
quarters insuring that no one is Surprised. Periodic 
tals Decm ean Or f . 


What was the obligation rate for operating appropria- 
tions last fiscal year? What are the deobligations 
this year? (An indicator of the validity of last 
Veaceseonpligations. ) 


How do you control and monitor your reimbursable program? 
Is the ISSA (Inter Service Support Agreement) function 
Pm Ourmeordanitzactom: If not, how 1S the financial 
iiOdeemol san 150A, coordinated? 


Pom oumconmrol the Sudget function? Or do the Program 
Directors? Is your budget office merely a bookbinding 
operation for the program directors? Do you control 
iil BepLoq traning 2 
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FINANCE AND ACCOUNTING: 


RS 3679 Violations: 


a. Prohibits authorizations of obligations and 
disbursements in excess of funds available. 


b. AR 37-20 describes what constitutes a violation. 


c. Prevent RS 3679 by establishing clear lines of 
authority/responsibility, directing Major Activity 
Directors to review obligations for validity monthly 
and responding to assistance and audit findings 
with positive follow-up action. 


Fune GChcre! and erseribution: 
a. Familiarity with various appropriations received. 


b. Insuring personnel are knowledgeable in Fund 
Authorization Document restrictions, financial 
and administrative limitations and targets. 


eo.) Oemize Gecentralized fund distribution and 
Comerolyeoncepet . 


Philosophy of 99.9 Percent Obligation Rate: 
a. Serves as an informal bench marker. 


b. Not necessarily a viable measure of effective 
Sect ELeren= Fund Uli lization. 


Year-end Accounting Procedures: 
a. Preparation and dissemination of LOI and checklist. 


b. Effect coordination with Automated Management 
Git icer (AMO) 


e, (Miswre timely reporting. 

d. Awareness of New FY Changes. 

Accounts Receivable: 

a. Establish adequate controls in aging of receivables. 


be establish firm procedures to charge interest for 
lage payments. 


c. Insure no undue delay exists in processing collections. 


Installation Accountant Duties: Provides policy and 
guidance for general fund, nonappropriated, stock fund 
and financial reporting. 


Validating Unliquidated Obligations. 
a. Continuous review to free up funds. 


b. Timely liquidation. 
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Stock Fund: 


a. Obligation authority should be relative to 
support requirements. 


b. Assure that sufficient stock fund case exists 
to cover accounts payable. 


DELMAR: 
a. Accurate and timely submissions. 


Bb. Prempe fol®ew-up onmdeficiency error lists from 
the Finance Center. 


Quality Assurance: Insures that adequate internal 
controls and procedures are developed in all functional 
areas of F&AO to include early detection of errors, 
improve financial services and compliance with 
financial regulations. 


Somera!  AccOuntcIng Office (CAO) ; 


a. Purpose--to provide financial management using 
standardized accounting and reporting techniques 
for installation club system and other NAF 
activities. 


b. Financing--in part from congressional appropria- 
tions and from non-appropriated funds generated 
from the sale of goods and services to DOD mili- 
tary, dependents and authorized civilian personnel. 


c. Problems--NAF alleged excessive costs, untimely 
reports and poor relationship with DPCA. 
Financial Systems: 


a. Ascertain input cycles are run on a timely 
basis. 


b. Insure that personnel are adequately trained in 
systems; 2.¢€., STANFINS, STARCIPS, and STARFIARS. 


c. Determine if system change requested (SCR) are 
submitted when a system shortcoming is identified. 


Personnel: | 

a. Establish adequate training programs. 
Doeoomse stability in high turn-over areas. 
c. Administer career intern program. 

Travel: 


a. Travel vouchers required to be paid within 5 
working days (goal). 


b. Managers should be aware of the NG and Reserve 
summer workload (May-Sep), and its severe impact 
on travel processing. 


ooo 
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ane: 
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Contingency Plans: 


dw oudas SnOuladwesist to support military and civilian 
Pay should computer support fail. 


b. Backup computer support and manual procedures 
should be outlined. 


Military Pay: 


a. Input error rate (to Finance Center) and document 
late submission rates (from servicing units) 
should be readily available. 


b. Status of tax input should be known especially if 
assuming duties during Nov-Jan. 


Civilian Pay: Review retirement processing procedures 
to insure records are forwarded to Office of Personnel 
Management (OPM) 30 days after retirement as required. 


Commercial Accounts: Review receiving report sub- 
missions since late receipts are the major cause of 
lost discounts. 


Finance Monthly Operations Report and the Command 
Summary and Analysis Report: Provides the Comptroller 
and Command with information concerning major areas 

of interest. 


me LNTERNAL REVIEW: 


ie 


Annual Internal Review Program: 

a. Is there an annual Internal Review Program? 

b Was it signed by the installation commander? 

c. Where are the internal review resources being used? 
d 


Does the program provide a balanced coverage, 
that is, are many of the audits requested by the 
commander's staff? 


e. What is the extent of program backlog and "degree 
of risk" this exposes the command to. In other 
words, is what you're not going to do, because 
of lack of audit mandays, also shown in the annual 
plan? Is some conscious judgment made by the 
command group that what you're not going to do 
constitutes an acceptable degree of risk to the 
command? 


Post Audit Results: Obtain a briefing on the results 
of past audits (briefing should cover last twelve 


months), findings, and recommendations, to include 
both external (GAO, DAS, and AAA) and internal review 
audit reports. Briefings should also cover current 


Se seee or cOnrrecelverdet1ons On Ene audit reports. 
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int@anal Review Audit Staff: 


owes ele Stanreqowng work Other than audit? If so, 
why? 


Db. Does the audit staff feel independent in terms of 
Eieliwabibkityeme conduct audits amd report un- 
biased results--especially findings in the comp- 
troller area? 


Gee oes the aqueame stati have a good audit training 
program--is programed training accomplished? 


d. Does the grade level of the auditors appear ade- 
quate--are internal review grade levels comparable 
to other comptroller divisions' grade levels? 


ee DOeceLNewimecermnal review chief report directly 
tOMene cemecroller? 


fF. Is there a formal system for controlling staff 
work (e.g., audit assignment sheets, etc.)? 


Audit Follow-up Frogram: Determine if a program has 
been established to follow-up on and track the 
progress of corrective actions on a timely basis. 


ReoComiweroces & ; 


a. Are written reports prepared for all internal re- 
view and follow-up reviews? 


b. What is the process internal review reports go 
through for issuance, activity response, and final 
approval? Do commanders receive a copy of every 
meCOre 2 


c. Are written reports issued on a timely basis? 


d. Is any special action taken on audit reports 
which reflect repeat findings? 


RESOURCE AND ECONOMIC ANALYSIS: 


ales 


Determine what capability exists within the office to 


perform missions and functions in this area. In some 
cases, authorized organizations do not exist, yet the 
function may have to be performed. If no activity 


exists, identify individuals that have backgrounds in 
mathematics, statistics, economics, accounting, or 
operations research and assign these functions to 

one or more individuals within the office. 


Identify to what extent analytic studies are being 
done, techniques are being used and applied. 


Eliminate any make-work efforts that are not con- 

Saupuerman LO the Overall operation of the Comptroller 
or DCSRM organization unless directed by regulations. 
Even question those when it is felt they are worthless. 
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Develop a plan of attack on how quantitative tech- 
niques can be integrated into the program and budget 
process. Specifically consider the use of economic 
analysis (comparison of alternatives) when looking at 
various programs or projects for implementation. 

It is better to justify with analytic proof prior to 
the decision rather than after the fact. 


Make sure you have an up to date file of appropriate 
cost and economic analysis regulations and handbooks. 
These are a necessity if you are tasked by higher 
Neadguacrters to Conduct a study. 


MORE GENERAL: 


ile 


Get to know your Program Directors and their people. 
Visit them. Assist them in accomplishing their mission. 


Truly become an honest broker. 
Take care of your people. 


Enjoy yourself; smile a lot; you've got a great job. 
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APFENDIX G 
PROPOSED USAREUR PECULIAR COURSE FOR DA 
JUNIOR LEVEL COMPTROLLERS 
The following is an outline of the subject areas for the 
USAREUR peculiar course proposed by the 3rd Infantry Division 
See eebler, LIC Quinn. LTC Ouinn's budget officer, Major 


Plowden, provided the authors with this outline. 


1. Duration-=-5 days 


2. Eligiblity--Personnel assigned to junior comptroller 


position (i.e., budget, manpower management, management 
or internal review). 


Scour se Content 


a. Control of Logistical Expenditure (COLEX) funding system 
in PuUpOpe. 
b. Procurement System 


(1) USAREUR peculiar aspects/procedures. 


(2) General procedures. 
SemecGse = Mocels for tactical units to allocate COLEX 
Pundeng . 
d. Peculiarities of Special Programs. 
(1) P95-Representation funding for partnership 
aGeivities. 
(2) P87-Training Funds for community education centers. 


e. USAREUR budgeting system/philosophy for preparation 
of command operating budget estimates. 


This course could be taught at the Human Resources and Manage- 
ment Department of the Seventh Army Combined Arms Training 
Center at McGraw Kaserne in Munich. The authors envision junior 
level comptrollers attending this course ASAP after initial 
assignment. Time and mission permitting, junior level comp- 
trollers could then attend any of the more specialized resource 
management course (e.g., program/budget, manpower management, 
fund control courses) now being taught at the Seventh Army 
Combined Arms Training Center in Munich. These more specialized 
courses are listed in USAREUR PAM 350-205. 
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INTERVIEWS 


In the course of gathering research for this thesis the 
authors conducted separate interviews with Commander Edwin 
Fincke, Assistant Professor in Financial Management, Naval 
POstograduate School, Monterey, California, and Colonel William 
Swan, COMpDeroller, 7th Infantry Division at Fort Ord, Cali- 
fornia. Commander Fincke was also the past Director of the 
United States Navy (USN) Practical Comptrollership Course (PCC). 
The interview with Commander Fincke was conducted on 2 October, 
1961. The interview with Colonel Graham was conducted on 16, 
October, 1981. The topic of discussion for the two interviews 
was the training of junior level DA comptrollers. What follows 
momcpeint by Point account of what the two officers said in 
the interviews. 

A. Interview with Commander Fincke 

1. Junior level comptrollers should receive some formal 
maciiaimg lm Civilian personnel relations. The training should 
Gemeste Of three parts. First, a Civilian Personnel Officer 
should familiarize the junior level comptrollers with pertinent 
Civilian personnel regulations, especially the regulations re- 
Taeeig co L£lrinmg and Overtime procedures. Second, a Civilian 
Personnel Officer should familiarize the junior level comp- 
trollers with the important aspects of the labor union versus 
management relationship. A case study could be used to generate 
such a discussion. Commander Fincke mentioned that the Practi- 
cal Comptrollership Course (PCC) taught at the Naval Post- 
graduate School used the Naval Communications Station Case 
Study as a vehicle for generating class discussions of the 
Civashian versus military relationship. 

2. Junior level comptrollers should receive some formal 


Saeiniihgein written and Oral communication. Specifically, 
young comptrollers must understand the perspective of the 


i) 
cS 
fs 








person being addressed (1.e., in most cases, what is important 
to the boss). 


3. Junior level comptrollers should receive some small 
amount of formal instruction in time management. It is 
important that junior level comptrollers learn how to prior- 
i1tize tasks in both their professional and personal lives. 


4. Junior level comptrollers should receive some formal 
training on the reasons for and benefits of long range planning 
within comptroller organizations. Junior level comptrollers 
Sieur Fearn how to conduct long range planning for their 
particular organization or division thereof. Crisis manage- 
ment 1S easy since people like to put out fires. Managers 
receive instant results when they resolve a crisis. 


59. Junior level comptrollers should make all possible 
efforts to achieve harmony with their boss. Use common sense 
at all times. 


6. Junior level comptrollers must recognize that there 
1s a corporate knowledge (1.e., an institutional memory) with 
Civilian personnel. Military officers should not reinvent 
the wheel when they arrive in an organization composed pri- 
marily of civilians. 


7. A good leader/manager in a military environment will 
be a good manager in a civilian environment. 


B. Interview with Colonel Graham 


1. Junior level comptrollers must learn technical aspects 
of dealing with civilians (i.e., the rules and regulations). 


2. Dealing with civilians important. Comptrollers must 
Pomcees ane Civilian activity Girectors on a fairly regular 
basis in order to develop a rapport with them. 


Pelew!, cassignueds |jUnmuer Level cemptrollers should partici- 
Bate in an iantern program in order to develop the necessary 
aeenmmrcak skills required of comptrollers. The intern program 
should be an 18 month program. Fifteen of these months snould 
be spent in the budget division. This intern program should 
be part of the career program scheme for a military officer 
with the comptroller (i.e., 45) specialty and should be for 
Captains. 


4. Necessary schooling for junior level DA comptrollers 


includes a civilian master's program plus the Military Comp- 
Erollership Course taught at Fort Benjamin Harrison, Indiana. 
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APPENDIX I 


TULLY AND BATISTE'S PROPOSED PRACTICAL 
COME TROL Reiter, COURSE (PCC) 


DAY Subse CT 

Sewer! Coverage (5 hours) 

a Course Overview 

1 Basic Comptrollership Organizations 

Pecoumemigquana Finance Systems (30 hours) 

i Functions of USAFAC 

Ah Duties of the Installation 
Accountant 

i Fiscal Code Overview 

2 Fiscal Code Overview (cont'd) 

2 Funds Flow 

EZ Control of Funds 

5 Gontcao or funds "(eont"d) 

3 Accounting Management 

5 Accounting Reports (STANFINS) 

4 Accounting Reports (DELMARS) 

- Revolving Fund Concepts 

4 Accounting Exercise 

5 A@ecoumtang —Exerense/Critique 

Management Practices (20 hours) 

5 Management Organizational 
Functions 

> Manpower Management 

5 Manpower Surveys/Job Time Accting 


206 


PER oD 


I 


ao 








DAY 


SUBJECT 


Manpower Surveys/Schedule X 
Reports 


Internal Review 

Army Audit Agency 
Cost Analysis 
CosteAmalysis (cont'd) 


Management/Economic Analysis 


Peagee Pormulation and Execution (40 hours) 


7 


8 


10 


ae 


il 


EZ 


dr2 


PPBS Overview 

PPBS Overview (cont'd) 

Activity Budgeting 

Installation Budgeting 

Major Command Budgeting 

Major Command Budgeting (cont'd) 
Appropriation Budgeting 
Quantitative Budget Analysis 


Computer Exercise, Budget 
Formulation/Critaque 


Review and Analysis 
Budget Execution/Reprogramming 


Budget Execution Exercise/ 
Grigicue 


Course Wrap Up/Critique 


TOTAL 


PERLOD 


ha 


aS 





APEENDIA J 
ADDENDUM TO TULLY AND BATISTE'S PROPOSED PRACTICAL 
COMPTROLLERSHIP COURSE (PCC) 

A. GENERAL 

This 24 hour course addendum contains relevant organi- 
Zational behavior information and material that is designed 
to better prepare the new junior level financial manager for 
duties within the DA comptrollership field. The course 
material listed in the addendum is designed to alleviate some 
of the most common organizational behavior deficiencies ex- 
hibited by junior level DA comptrollers (refer to Table IV-8). 
Specifically, these organizational behavior deficiencies are 
staff procedures, oral and written communication and civilian 
personnel management/relations. Additionally, in selecting the 
Material for inclusion in the course addendum, the authors 
Uneeaeook tie cOoOLlowing two actions. (1) Conducted a thorough 
evaluation of Commander Fincke's and Colonel Graham's comments 
(refer to Appendix H). (2) Conducted a thorough evaluation 
of the DA comptrollers' recommendations outlined in Table 


TVG . 


B. PROPOSED PCC ADDENDUM 

The proposed PCC addendum contains 24, 1 hour periods 
over a period of 3 days. The addendum is a continuation of 
Geiy ware eBatwste|'s PCC cutlined in Appendix I and therefore 


begins on day l3. 


208 





DAY COURSE MATERIAL 


Staff Procedures (4 hours) 
ie "Organizational Management 


and Field Comptrollership or 


Being in the Trenches." 


3 Planning Objectives and 
Goals 
igs Controlling Performance 


Written Communication* (8 hours) 
iss Principle of Shortness 

a3 Peaeierole Of Simp lacrey 

14 Principle of Strength 

14 Preancwolbe of Sincerity 


Civilian Personnel Management/Relations** 


14 Civilian Personnel Admin- 
lstration Procedures 


14 Civilian Personnel Rela- 
tions Case Study 


Ceo eeCommunecatitons*** (4 hours) 
ie igi, lalk, A Series of 
ideas, E@.improve Your FPre- 


sentations: Parts One 


Thru Eleven" 
General (4 hours) 
ibe "A Management Philosophy" 


Zee iMelOsophy fOr Military 
Gompezoilers” 


Z09 


REFERENCE PERIOD 
Bobulinski, 1981 1-2 
Webber, p. 26/7, 2 
1979 
Webber, p. 297, 4 
1979 


DA Effective Writ- 5-6 
ing Workbook I and 
Film #MF12-5317 


DA Effective Writ- 7-8 
ing Workbook II 
and Film #MF12-5318 


DA Effective Writ- 1-2 
ing Workbook III 
and Film #MF12-5319 


DA Effective Writ- 3-4 
ing Workbook IV 
and Film #MF12-5320 


(4 hours) 


Applicable DOD and 5-7 
DA Regulations 


N/A 8 


Olewine, Fall 1972--1-4 
Sens 72 


Kjellstrom, 1974 5 
hyn oe 








DAY COURSE MATERIAL REV ee NCE PoRZoOD 


i "The First One Hundred Gudinas 6 
Days" 
"“Comptrollers Manage Re- Beisser, 1977 


sources, Why Not Time?" 


5 The Pledger Comptrollership Griswold and 7-8 
Model Kehoe, 1981 
TOTAL HOURS FOR THIS PCC ADDENBUM = 24 


TOTAL HOURS FOR TULLY AND BATISTE'S PCC + GRISWOLD AND KEHOE'S 
PCC ADDENDUM = 119 


*Number MF12-5317 is a 24 minute film. 
Number MF12-5318 is a 21 minute film. 
Number MF12-5319 is a 21 minute film. 
Number MF12-5320 is a 25 minute film. 


ST 17-186-1 (1981) can be used as a supplement to this course 
material. The information on written communication was ob- 
tained from Stoller (1981). 


**The authors envision a Civilian Personnel Officer teaching 
Liimorecw On IMstruction. The instruction would cover such 
topics as performance appraisal, complaints, grievance 
process, training and development, pay setting procedures 
and basic support training [Middaugh, 1981]. The purpose of 
a case study is to generate a class discussion (i.e., an 
exchange of ideas) of the civilian versus military relation- 
Ship within DA comptroller organizations. 


‘~~ olegke Of imstruction is based on the ll short articles 


Veeco Olewane (972-1975) in the Armed Forces Comptroller. 
The instructor and students should be able to cover 2-3 of 
these articles per 1 hour period. 
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